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ABSTRACT 

This research aims at helping industrial innovators convert 

technological achievement into economic success. 

The underlying axiom of the study is that the likelihood of a 

commercial "big hit" is a direct function of the adaptation of 

selling efforts to the potential customers' idiosyncracies. This 

raises theoretical, epistemological and practical questions. 

Theoretically, the problem is to identify a conceptual framework 

within which organisational idiosyncracies can be understood and 

def fined. 

Epistemologically, the problem is to identify a methodological 

basis on which these indiosyncracies can be assessed and tested as 

to their influence on the adoption of industrial innovations. 

Practically, the problem is to identify an operational marketing 

approach in which this type of influence can be taken into account 

and exploited. 

The theoretical problem is solved in meta techno-economic terms. 

The concept of organisational climate is used to encompass the 

various corporate idiosyncracies under attention. 

The epistemological problem is solved by applying strategic 

analysis to decision-making processes related to the adoption of new 

information technologies. 
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ABSTRACT 

Concepts such as organisational rationalities, strategies, 

stakes, zones of uncertainty and coalitions are found to explain and 

account for the influence of corporate idiosyncracies on decision 

processes in three large (or multinational) French companies faced 

with commercial proposals to adopt computer-based business 

information systems. 

The practical problem is solved by proposing a design to assess 

idiosyncratic strategic factors in target organisations and by 

suggesting how commercial approaches can be developed accordingly. 

The research solutions are bounded by three limits: the 

respective influence of strategic factors as opposed to other 

organisational idiosyncracies was empirically untestable; the 

validity of the conclusions is highly dependent on the field which 

was investigated (any a priori generalisation to non-informatic 

innovations is thus problematic); and lack of information may 

constrain assessment of strategic factors. 
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CHAPTER I 

PURPOSE, PERSPECTIVE AND LIMITS OF THE RESEARCH 

0. Introduotion 

The starting point of this research is based on the conjunction of 

two striking phenomena: 

(i) More than two thirds of the failure in the technology transfer 

process occur in the commercialisation phase. Nonetheless, 

this phase represents up to eighty percent of the total cost 

of bringing an innovation to commercial success. 
' 

(ii) Most of the researches concentrating on the techno-economic 

determinants of commercial success leave more than a 

substantial unexplained variance in the sequence in which 

firms adopt or reject technological innovations. 2 

What conclusion can be drawn from these? The central idea of 

this dissertation is that the latter phenomenon may significantly 

account for the former. If this is truet it is possible to help 

converting technological achievements into commercial successes by 

focusing attention on the variance mentioned above. Researchers 

may resort to two independent strategies so as to reduce the 

unexplained variance: 

(i) Convergent strategy: sharpening techno-economic conceptual 

tools so as to give rise to a body of analyses accounting for 

commercial successes and failures in terms of factors not 

contained in current statements of the reasons underlying 

1 
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success and failure. Usual techno-economic indicators will 

refer to expected return on investment, product performance, 

complexityp relative superiorityt cost* etc; company level of 

marketing investments (e. g. in sales personnel or market 

research), R&D efforts. etc. 

(ii) Divergent strategy: resorting to conceptual tools no longer 

exclusively borrowed from technology and/or economics so as to 

generate a body of explanations liable to complete the techno- 

economic analyses. Such tools will refer to concepts as 

varied as organisational behaviour, consistency of marketing 

orientation, attention paid to customers requirements or 

idiosyncracies, etc. 

The present research adopts the second approach. Two major 

reasons justify this divergent strategy: 

(i) It is more and more difficult to demarcate new significant 

techno-economic indicators ("independent variables") whose 

combination may account for successes or failures in the 

commercialisation of technological innovations. Consequently, 

the independent variables the researchers may use to explain 

or predict successes or failures are more and more likely to 

be inter-correlated; which means that no significant reduction 

of the unexplained variance is likely to be derived from the 

cal cul us. 

(ii) Recent developments in decision theory, systems analysis and 

social sciences - particularly in the field of micro-sociology 

and organisational behaviour - indicate that an increasing 

number of corporate processes are amenable to non-strictly 

techno-economic appraisals. 

In recapitulation, the thesis purports to contribute to the 

marketing of technological innovations by: 

2 
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(i) Focusing on the possible determinants of success and failure 

in the commercialisation of technological innovations; 

( ii) Suggesting an alternative conceptual framework to assess these 

possible determinants and their respective probable influence; 

(iii) Proposing a marketing strategy capable of guiding commercial 

efforts according to the possible determinants. 

The concept of idiosyncrasy is often used in this research. The 

term "idiosyncrasy" will denote any characteristic, attribute and 

quality of the company which is specific to it. 

For the firm willing to market the technological innovation, the 

marketing problem is easy to state: on the one hand, there is a 

product, process or service; on the other hand, there are potential 

clients; the puzzle is to have the former purchased by the latter. 

At this stage, it must be noted that the research focuses on 

adoption rather than diffusion processes. Chapter II provides a 

clear-cut distinction between these processes. The researcher 

interested in diffusion problems can resort to a relatively recent 

work by Krishnamurtby where it is shown that binomial, polynomial or 

stochastic diffusion models are difficult to obtain because of the 

dynamic dimension of the phenomenon. 3 Another viewpoint on the 

cOMmercialisation of innovations can be selected, that of the post- 

adoption phase; this perspective is interesting as it concentrates 

on the concept of process but is often concerned with consumer 

goods* as is shown by Black's research. 
4 

To assist clarity of exposition, a semantic aspect of the 

question must clarified from the outset. The firm which proposes 

the innovation may, in fact, wish to sell it, rent its market it, 

etc.; such a firm will be labelled an "addressing system". 

Symmetrically, the firm(s) to which the innovation may be proposed 

will be called the "addressed system(s)". Finally, there may be 

3 



CHAPTER I 

various types of innovation: productst processess services, etc. 

To avoid any ambiguity, it will be often referred to the concept of 

"innovation system". 

However, stating the problem in terms of systems offers more 

than a mere semantic clarification. Too often, marketing falls 

into the trap of disjunctive reasoning. Considers for examples the 

usual dichotomy: "The innovation system is either accepted or 

rej ected". In facts it is sometimes difficult, if not misleadingo 

to apply this disjunction to organisational phenomena: in some 

cases it may be impossible to say whether a given company has 

adopted the innovation or not (seep for examples the case of 

Barracuda Corporation in Appendix III). This disjunctive 

perspective is underlain by a static and analytic appraisal of the 

problem: on the one hands there is the potential adopter; on the 

other hand, the innovation; the two elements are thought of 

separately. 

A system approach to the potential client and innovation poses 

the problem in dynamic terms: To what extent can the latter become 

a subsystem of the former? This approach is of twofold interest: 

first, it deals with compatibility ("more or less") rather than 

exclusivity ("yea" or "no"); second, it supposes a continuum, a 

relationship which must be investigated - and exploited - between 

the addressed systems and the innovation systems. Understanding 

and developing this relationship is the major problem of the 

innovator. 

The study of the compatibility and continuum can be carried out 

through the following steps: 

(i) Statement of the marketing problem and elucidation of the 

concept of compatibility; 

(ii) Choice of "organisational climate" as a synthetic denotation 

4 
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for the non-strictly techno-economic corporate idiosyncracies 

of the addressed systems: legitimation of the choice and 

implications for this research structure; 

(iii) Epistemology: genealogy and praxiology of the organisational 

climate approach; 

iv) Technology: the problem of its generation and adoption; 

(V) Interface: decision-making; 

(vi) Methodological and empirical implications. 

The first section of this chapter concentrates on the two first 

points ana sets the guidelines of the research. The second section 

deals with the four latter points and explains why and how they are 

treated in the thesis. 

SECTION 1 GUIDELINES 

This section comprises two major arguments aimed at justifying the 

central orientation and perspectives of the research. The 

discussion allows for sketching the purpose and structure of each 

chapter. 

1.1. Stating the Marketing Problem and Elucidating 
the Concept of Compatibility 

From a marketing viewpointo the central objective of the addressing 

systems is to accelerate and facilitate the adoption of the 

innovation systems by the addressed systems. Geaerallyt the 

problem is to turn a technological achievement into a commercial 

success. As mentioned in the opening lines of the introductiont 

this passage is often a difficult one. However, a systems approach 

to the question suggests that an innovation System can all the more 

easily become a subsystem of an addressed system if the two systems 

5 
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are com pa ti bl e. 

Compatibility is a relational notion, implying at least two 

objects. It is also a continuous predicate: there are various 

levels of compatibility. Accordingly, it is possible to view this 

notion as a relation, not in the binary senset but in the sense of 

f uzzy set theory: there are not only two alternatives (the 

relation exists or it does not) but, on the contraryo there is a 

continuum on which one can measure the intensity of the relation of 

compatibility between two objects. Besidess group theory shows 

that a relation always involves three entities: an origin-seto a 

goal-set and a graph. As regards the present study, at any given 

time, the origin-set consists of the innovation systems proposed by 

the addressing systemst the goal-set consists of the addressed 

systems and the graph is a set of triplets of the form: (innovation 

system, addressed systemt intensity of the compatibility). The 

marketing objective of each addressing system is therefore to 

demarcate all the triplets such that: 

(i) The first term of each triplet is the innovation it is in 

charge of ; 

(ii) The third term of each triplet (i. e. level of estimated 

compatibility between the relating addressed system and 

innovation system) seems high enough to lead to adoption. 

Then, the set consisting of the second term of such triplets 

furnishes the target market segment for the related addressing 

system. Obviously, this approach hinges on what is meant by 

"compatibility". To assess compatibility between organisations and 

technologiest it is necessary to arrange these into categories$ 

since it is economically unbearable, if not practically impos3iblet 

to compare each individual organisation and technology. Then 

arises the question of the categorisation criteria* all the more 
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complex as there are numerous viewpoints on technologies and 

organisational idiosyncracies. Chapter II tackles the 

categorisation problem. The point that emerges from the analysis 

is that strictly techno-economic variables are not sufficient to 

totally account for all the phenomena affecting organisations. 

Gibsorfs recent thesis supports this viewpoint, on which hinges the 

present research. 5 This leads one to the question of the approach 

which will be selected in order to handle a non-strictly techno- 

economic appraisal of the addressed sytems. 

1.2. "Organisational Climate" as Synthetic Denotation for 
the Corporate Idiosyncracies of the Addressed Systems: 
Legitimation of the Choice and Implications for this 
Research Structure 

Organisational studies, and mainly those dealing with the adoption 

of technological innovations, when confining their investigation to 

techno-economic variables, are generally left surmising the 

existence of "contextual" idiosyncracies supposed to explain - 

altnough one cannot make explicit the nature of the explanation -a 

substantial fraction of the phenomena. Chapter II shows that, too 

often, when researches go beyond the techno-eoonomic boundariest the 

variables are vague and loosely characterised as emanations or 

resultants of techno-economic parameters which the researchers' 

conceptual and methodological tools fail to account for in a 

practical way. This is why, as already pointed outo the present 

research adopts the course of concentrating on organisational 

characteristics beyond purely technological or economic ones ("meta 

techno-economic characteristics"), with a view to studying how to 

facilitate the adoption of industrial innovations. 

This type of approach relates to a body of researches referring 

to "corporate culture", "behavioural theory of the firm"t 

"organisational climate", etc. These researches have in common an 
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emphasis on organisational specificities which do not boil down to 

purely techno-economic indicators. As suggested by the literaturet 

corporate idiosynaracies can be denoted in various ways. The 

diverse terms (e. g. organisational culture, climatet personality, 

atmospherer etc. ) are not synonymous, and the choice between them is 

dictated by the researcher's primary concern (eg., micro- sociology, 

management, anthropology, etc. ). However, each term is viewed as a 

synthetic denotation for the organisational idiosyncracies which the 

researcher intends to study (e. g. paramount beliefs, normst valuest 

legends, level of stress, etc. ). 

The heuristic richness of the concept drives one to choose 

"organisational climate" as a generic expression of the 

organisationai idiosyncracies this research will focus on. Chapter 

II provides an introductory overview of this concept which is 

studied at length in Chapter III. To legit3. mate the choice, it is 

sufficient to say that the "organisational climate" term is both 

comprehensible and comprehensive: it is suggestivet speaks to 

intuition, allows for wider communication and can be easily 

understood by non-experts. Besides, the concept is flexible enough 

to apply to a broad field of phenomena and, accordingly, is able to 

generate a wide range of diversified researches. These properties 

allow the concept to appear as a propitious vector for the 

development of new knowledge and practices. 

On the other hand, managerial tradition seems to favour this 

termt be it from a descriptive, 6 
prescriptive, 7 prospective8 or 

educative9 viewpoint. In other words, the organisational climate 

concept seems to furnish a promising basis for discussion with 

managers whose natural background does not predispose them to 

ethnological, psychological or sociological considerations. 

Consequently, the various addressed systems will be considered 

under the aspect of their organisational climate. This enables one 
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to expose the problem more accurately. 

The relation of compatibility mentioned above is therefore 

thought of as existing between organisational climates and 

technological innovations. These notions have given rise to two 

bodies of investigations which the present research must try and 

relate. 

The problem can be compared to that of building a sphere with 

two hemispheres which, hithertot are conceptually unrelated. 
10 The 

first hemisphere consists of the body of investigations related to 

non-strictly techno-economic corporate idiosyncracies in generals 

and organisational climate in particular; the second hemisphere 

comprises the body of investigations related to the adoption of 

technological innovations. 

The construction of such a (so far problematic) sphere would 

result from the conceptualisation of an interface between these two 

aspects of the firm: organisational climate and innovation 

adoption. Such interface can only be organisational decision- 

making process, since only organisational decision offers this 

twofold aspect: that of being the decision of organ13ational. 

actorst and that of being the decision to do something in the 

organisation. 

Briefly, decision-makers are both related to their company's 

climate (inasmuch as they belong to the organisation, and therefore 

are affected by its climate: first hemisphere), and related to the 

decision (inasmuch as they are involved in the process of adoption 

or rejection of the innovation: second hemisphere). 7he f ollowing 

figure illustrates the foregoing considerations: 
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Fig. 1- The research problem 
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1' It is acknowledged that all corporate idiosyncracies are not 
elements of the organisational climate] 

Accordingly. the next task is to examine the three elements 

which enable the construction of the sphere. A theoretical 

examination of each of the three components of the problem is 

successively carried out in Chapters III, IV and V. 

Chapter III raises genealogical ("Where does the organisational 

climate concept come from? "), epistemological ("What is the status 

of the organisational climate approach, is there a theory of 

organisational climate? ") and praxiological ("What is the 'practice' 

of the organisational climate approach, how is the concept defined 

and treated in the literature? ") questions. Various answers and 

perspectives are proposed. 

Chapter IV concentrates on the generation and adoption of 

technological innovations. The analysis is carried out from the 

double viewpoint of the addressing and addressed systems. 

Normative, descriptive and predictive perspectives are successively 

co nsi der ed. 

Chapter V deals with the interface between organisational 
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climate and industrial innovation adoption. De ci si on- maki ng is 

considered at both individual and collective levels, and the problem 

of the transition from the former to the latter is tackled. In th e 

light of the foregoing analyses various propositions are suggested. 

Chapter VI presents a synthesis of these propositions in the 

form of hypotheses. The chapter is mainly methodological and 

raises the question of how to collect, analyse and assess 

information in order to test the hypotheses. 

Chapter VII is mostly empirical and proposes a test of the 

hypotheses. Three case studies furnish the material of the test* 

and practical conclusions are drawn from the analysis. The 

conclusions are meant to help innovators approach potential clients 

in an efficient way. 

SECTION 2 CRITICAL POINTS 

This section examines the major concepts and problems raised by the 

research. Their respective relevance is assessed from the double 

viewpoint of the problem to solve and the current managerial 

literature. 

2.1. Epistemology: Genealogy and Praxiology 
of the Organisational Climate Concept 

Despite the widening body of studies devoted to non-strictly techn0- 

economic corporate idiosyncracies in general and organisational 

climate in particulart a fundamental point remains ignored: What is 

the epistemological status of the related researches? Such a 

question is of crucial importance in social sciences, and its 

resolution should contribute to establishing even more enriching 

relations between marketing and disciplines such as sociologys 
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anthropology and psychology. Briefly, is there a theoryt a model 

or a paradigm of organisational, climate? To answer this questiont 

one has to examine the genealogy and the praxiology of the concept. 

The first section of Chapter III studies the theories going 

beyond strictly techno-economic appraisal of organisations, and 

shows that these theories can be divided into two main clusters: 

Positivistic doctrines (a priori and non-a priori one3) and non- 

positivistic doctrines (non-a priori ones). Each of these 

doctrines is judged upon the criterion of its fitness to allow for a 

conceptualisation of the interface between non-strictly techno- 

economic idiosyncracies and the adoption of technological 

innovations. The first section of Chapter III concludes by 

demarcating two approaches which seem relevant to such a 

conceptualisation. 

In order to assess the status of the organisational climate 

approach, it is interesting to examine how the concept is treated in 

the literature. How is organisatiOnal climate defined by theorists 

and researchers, how do they assess its influence on the firm's 

life? These are praxiological. questions (Le. they deal with the 

"praxis" of the approach) and the second section of Chapter III is 

aimed at answering them. In this respects it is important to 

notice that the way in which organisational climate is assessed by 

the researchers is strongly determined by their derinition of the 

concept and the dimensions of which they consider it consists. 

These points are also tackled in the second section of Chapter III. 

Accordingly, the very viewpoint on organisational climates the way 

it is thought of by the researchers must be carefully considered# if 

one wants to sidestep methodological traps. Examples of such traps 

illustrate these considerations. To clarify these inherent 

praxiological problems, practical definitions of the organisational 

climate approach must be givent which is done in the third section 
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of Chapter III, before concentrating on the question of the 

epistemological status of the concept. Finally, the question is 

solved and the conclusion to Chapter III Suggests an alternative 

perspective on organisational climate* which should account for 

interactions between the actors and their company's idiosyncracies 

(as these determine the organisation! s climate). This perspective 

is based on strategic analyS13t and will be clarifiedt refined and 

subtantiated throughout the whole research. 

However# the above considerations are poor indications as to the 

other side of the problem# that of technological innovation. 

2.2. Technology: the Problem of its Generation and Adoption 

The first section of Chapter IV hinges on the generation of 

technological innovations in addressing system& The crucial role 

piayed by industrial innovation in the determination of the 

addressing systems' corporate strategies was exhaustively covered by 

Rothberg. 1 1A study of innovating companies, in an attempt to 

delineate factors facilitating innovation and barriers hindering itt 

pointed out characteristics such as management style and climate. 
12 

More recently, Quinn was tackling the problem of how big companies 

could stay innovative. His analysis of managerial practices of 

successful large companies concludes that technological innovation 

in large enterprises is all the more successful as these companies 

accept the "essential chaos of development"t pay close attention to 

their users' needs and desires, avoid detailed early technical and 

marketing plans, and allow entrepreneurial teams to pursue competing 

alternatives within a clearly conceived framework of goals and 

limits. 13 Innovation is so fundamental for companies that a survey 

Of successful innovations put particular emphasis on the personal 

qualities that product planners and innovators should have. 14 In 
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this respeero, Abend went as far as to view innovation as the 

"missing link in productivity" in an article underscoring that a 

systematic approach to technology development is vital for the 

company's productivity. 15 

After examining the "normative theory of innovation", the first 

section of Chapter IV discusses empirical studies related to success 

and failure in the commercialisation of technological innovations. 

As noticed by Baker, a review of the literature suggests that most 

of the studies neglected causes of failure imputable to the 

commerciali3ation phase itself. 16 The present research aims at 

bridging this gap by emphasising the necesssary adaptation of the 

commercial strategy and selling tactics to the addressed system's 

idiosyncracies. This raises the question of the adoption process 

of technological innovations. 

This question is examined in the second section of Chapter IV. 

At the organisational levels the adoption process has given rise to 

various models which generally resorts in a more or less implicit 

way, to the following concepts: organisational awareness, 

relevance, opportunity and evaluation. A substantial fraction of 

this section is devoted to discussing these concepts. Thi a 

examination is carried out on the basis of simple interrogations 

such as: Are these concepts clear, are they helpful for marketers, 

can they be operational Ised, etc.? The answer to these questions 

provides guidelines for the generation of the hypotheses of the 

research. Those models hinge on the passage from individual 

formalisation to collective formalisation of behaviours and 

attitudes. Accordingly, close attention must be paid to individual 

models of adoption. 

At the collective levei, there are various types of adoption 

model s. After determining which type is the most relevant to the 

present study, the second section of Chapter IV proposes an 
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examination and an evaluation of seven pertinent models. The 

evaluation gives rise to a synoptic table which grades the models 

according to various practical and theoretical criteria. 

These models are not presented for the sake of exhaustivity, but 

because they are of practical interest for marketers. Indeeds 

models usually provide a priceless basis for segmentation activity. 

The importance of segmentation for the communication of innovations 

was highlighted by Jager17 and Eckrich and peter18 among others. 

Howevert as far as technological innovations are concernedt macro- 

segmentation (operated on the basis of criteria such as geographical 

location, size, type of activity, type of suppliers and austomerst 

etc. ) must be completed by micro- segmentation, as indicated by the 

Scanner Case Study by Wind et al-19 Micro-segments generally 

regroupt within a same macro-segment, firma with similar decision- 

making procedures or processes. By advocating a systematic 

approach to the strategies and rationalities of the addressed 

systems' deci sion- makers, this research purports to contribute to 

segmentation theory. The importance of decision-making, 

rationality and strategy for the study of the interface between 

organisational climate and the adoption of technological innovations 

leads one to focus analysis on these concepts. 

2.3. Interface: Decision-Making 

Chapter V is entirely devoted to this analysis and its first section 

opens with a discussion of the concept of decision-making. The 

central question is: What is a decision, what does it consist of? 

The key role of decision-making in management# particularly in the 

framework of high technology products where "venture capital" is a 

vital factor, is enhanced in a recent article by Lederrey. 20 The 

problem of decision-making, in the front of change always thought of 
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as uncertainty bearer, is so crucial that it has given rise to 

prescriptions of rationality on the basis of the f ormalisation of 

goals and objectives within systematic planning. 21 A more recent 

article reports on a study of decision-making procedures in three 

Dutch organisations. 22 This analysis uses the "influence-power 

continuum" as an independent variable; dependent variables include 

efficiency# achievement, satisfaction with the process and with the 

outcome, while contingent factors include clarity of goalso 

conflicts and meta-powers as well as the nature of the decision. 

In spite of its efforts of conceptualisation, this study sheds poor 

light on a fundamental point for management: to which type of 

rationality obey individual actions, and what is the nature of the 

transition from individual to collective decisions. 

The first point is dealt with in the second section of Chapter V 

through a critical review of the theories of individual rationality 
(and strategy). Rationality becomes increasingly central in 

controversial debates on management, as is suggested by some 

articles by Quinn and HcGrath,, 23 Bazerman and Schoorman, 24 

Dyckman25 and Bryman26. The role of irrationality in 

organisational change was recently underscored by Brunsson. 27 The 

second section of Chapter V suggests an answer to the problem of the 

nature of the transition from individual to collective decisions. 

Howeverv the concept of collective decision raises another problem, 
that of organisational decision-making. 

The Problem of organi3ational decision-making is more akin to 

the central question of this research and, aacordinglyp the third 

section of Chapter V is devoted to solving it. The interrogation 

on which hinges the whole section is the following: What models of 

collective decision-making exist in the literatureo and which of 
these allow for an analysis both in terms of non-3trictly techno- 

economic corporate idiosyncraciea and adoption of technological 

16 



CHAPTER I 

innovations? Again, organisational decision-making remains at the 

core of contemporary management debates as illustrate researches by 

Murrayl, 28 Narayanan and Faney$29 and Butler et al. 30 Finally, 

Chapter V concludes with synoptic tables summarising alternative 

perspectives on deci 3-ion- making# rationalities and strategies. The 

conclusion to Chapter V provides a recapitulation of the problem 

accurate enough so that it becomes Possible to concentrate on the 

question of what research methodology to adopt in order to 

understand the influence of organisational climate on the adoption 

of technological innovations. In turns answering this question 

involves empirical implications. 

2.4. Methodological and Empirical Implications 

Chapter VI is devoted to identifying and discussing the most 

relevant design, method and data analysis procedures for the 

empirical research. No research can start without at least one 

postulate and more or less explicit hypotheses. Postulates are not 

to be proven, but the more likely they aret tne better. Explicit 

hypotheses must be tested, and this is the purpose of the empirical 

research. This research's postulate and hypotheses are derivea 

from the critical review of the literature carried out in the 

preceding chapters. Once the postulate is expo3edo the hypotheses 

stated and the adequate research design characteriseds another 

problem emergest tnat or the sample. The sample must allow for a 

verification (or a counter-verif i cation) of the hypotheses and be 

bias free. The first section of Chapter VI deals successively with 

the questions of the postulatet hypothesest design and sample of the 

research, and explains why information technology is chosen as the 

field for the empirical research. The second and third sections 

assess research and data analysis methods as to their respective 
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ability to confirm or infirm the hypotheses. Major emphasis is Put 

on avoiding biases and, accordingly, various scenarios of analyses 

are given in the conclusion to Chapter VI. Since, at this stage, 

nothing is known about the kind of empirical works that will be 

possible (i. e., Will it be possible to make as many interviews as 

necessary, will the interviews enable statistical analysis to be 

performed, etc.? ), each scenario stands as a possible response to an 

eventual empirical situation. In brief, these research scenarios 

hinge on the following alternative methods for analysing the data: 

i) Phenomenological protocol analysis (see Exhibit 6. A. ); 

ii) Content analysis (see Chapter Us 3.2.2. ); 

(iii) Strategic analysis (see, in particular, Exhibit 6. C. ); 

iv) A combination of Wt (ii) and (iii) with the support of a 

log. -linear model (see Chapter V19 3.3. ). 

Chapter VII is devoted to discussing the hypotheses in the light 

of the information gathered from the empirical research. Its first 

section opens with a brief presentation of the information 

technology field and assesses the extent to which information 

systems can be associated with innovation, before presenting the 

preparatory research which helped in identifying the firms which 

were to be approached. 

The second section of Chapter VII introduces the material of the 

test (three case studies on French companies which were, or are 

stills faced with the problem of whether to adopt new information 

technologies) and justifies the use of strategic analysis to handle 

the test. The case studies have been chosen on the following basis: 

W they belong to the sample; (ii) they are significant and 

comparable in terms of turnover and size; (iii) they allowed 

interviews to be performed. 

On the basis of the case studie3t the third section of Chapter 
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VII analyses the hypotheses and discusses their respective validity. 

The perspective in which the bypothese3 are tested is both practical 

and theoretical. The test aims at: 

(i) Assessing the influence of organisational climate on the 

decision-making processes related to the adoption of 

technological innovations; 

Testing the power of strategic analysis to account for 

differences in the decision-making process outcomes; 

(i. ii) Evaluating the relevance of strategic analysis for the 

marketing of technological innovations. 

3. Conclusion of the First Chapter 

Although the validity of the research conclusions is limited to the 

domain to which the innovation systems belong (ie. to the field of 

innovation technology), various practical lessons can be drawn from 

the analysis. 

Similarly, the empirical findings allow the characterisation of 

the interface between corporate idiosyncracies (inasmuch as they 

constitute the organisational climate) and the adoption of 

technological innovations. 

These marketing suggestions (i. e. a marketing strategy capable 

of guiding commercial efforts according to the micro-politics and 

strategic factors affecting deci3ion-making processes related to the 

adoption of technological innovations) and the final 

characterisation Ue. # What is organi3ational climater how does it 

influence decision processes? ) are exposed in the general oonclusion 

to the thesis (Chapter VIII). Howevers three questions are left 

o pen: 
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D What is the respective influence of strategic factors as 

opposed to other corporate idiosyncracies? (The question is 

answered, but the solution is more theoretical than 

empirical. ) 

Ui) Can the conclusions be extended to innovations alien to 

information technology? 

(iii) Is it always possible to perform strategic analysis berore 

marketing a technological innovation? 

It is hoped that further research will provide answers to these 

interrogations. 
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CHAPTER II 

I 

THE PROBLEMATIC SPHERE 

0. Introduction 

As suggested in Chapter It the elucidation of relationships between 

non-strictly techno-economic corporate idiosyncracies and the 

adoption of technological innovations can be viewed as the problem 

of reconciling two hemispheres into a general sphere. The first 

hemisphere relates to organisational climate, and the second refers 

to technological innovations. Before concentrating, in the second 

section of the chapter, on how the problem has been hitherto treated 

in the literaturet a brief overview of the concepts involved should 

be achieved. The first section of this chapter is devoted to such a 

characterisation. 

SECTION 1 BASIC PRELIMINARY DEFINITIONS 

Although the present study is essentially concerned with industrial 

marketing, i. e. t in Hutt and Speh's words, with the marketing of 

goods# systems or processes "used in producing consumer products or 

services, in producing other industrial goods or services, or in 

facilitating the operation of an enterprisellp clarifying the 

premises of the general theory of innovation (i. e., connected 

indistinctly to consumer or industrial goods) could prove useful. 
' 

Finally, the last discussion of the section proposes opposedo or 

symmetrical, definitions of the two concepts under consideration. 

By doing so, it is meant to avoid one-sided and biased understanding 

of the problem. 

1.1. Centrifugal Typology 

Fig. 2 displays some ol' the labels which revolve around the concept 

of innovator. Howevert none could be taken as an acceptable 

synonym ; all deviate, to a greater or lesser extent, from what the 
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notion of innovator actually implies. 

Fig. 2- Centrifugal typology around 
the innovator concept 

(1) Dreamer: 
meditation, fantastic 
ideas, vain illusions, 
chimera, utopia. 

(2) Creative: 
generation of original 
ideas# often unstruc- 
tured. 

(3) Creator: 
designing of proto- 
types, of technically 
and aesthetically ach- 
ieved entities. 
(4) Discoverer: 
"enlightenment"t which 
may prove usef ul or 
not. 

(5) Inventor: 
generation of the idea 
of a new combination 
of existing entities. 

(6) Innovator: 
development and diffu- 
sion of concepts or 
entities implying a 
change in behaviour. 

(2) 

(1) 

(4) 

Fig. 3- Centripetal synthesi3 around 
the innovator concept 

(1) 

(2: 

(4) 

(5) 

(5) 
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1.2. Centripetal Synthesis 

Each actor displayed in Fig. 2 and Fig. 3 shares few or numerous 

characteristics with the innovator, who draws upon each of the 

typest achieving a "centripetal" synthesis (See Fig. 3). How ev er v 

the major conceptual connection embraces the notions of innovation 

and invention. Empiricallyp it is not an easy task to disentangle 

what is ascribable to the latter from what refers to the former. 

As Langrish et al. have it: 2 

11 ... invention and innovation are to be distinguishedt but they 
are not separate. They are often inextricably interlinked 
because they stand mutually in a mixed cause relationship: 
each is part causet part effect of the other. " 

The following sub-section deals with working out a practical 

distinction. 

Innovation and Invention 

In his case study of the international diffusion of the 3emi- 

conductor technology, Tilton proposes a clear distinction between 

the two concepts: 3 

"The first workable model of a new product or process is often 
referred to as an invention, and its first commercial 
production or use as an innovation. " 

Howevert most of the literature on creativity treats the term 

innovation as synonymous with invention. Steiner, 4 or Myers 

and Marquis, 5 for instance, consider innovation and invention as 

synonyms when they hold that the former refers to a creative process 

whereby two or more existing concepts or entities are combined in 

some novel way to produce a configuration not previously known by 

the persons involved. This leads one to characterise briefly the 

three interpretations of invention. 
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The Three Theorie3 of Invention 

At this stage it should be noted that invention is not to be 

equated with discovery. As Ralph Linton stressed it: " we may 

define a discovery as any addition to knowledge, an invention as a 

new application of knowledge., #6 The present discussion draws 

heavily on Parker who provides, in his Enanomins &LE Innovation, an 

overview of those theories. 7 It is herein proposed to illustrate 

the problem as follows: 

time 

Known New 
confi- confi- 
guration guration 

0 
0 000 

000 --- >0 
00000 000 

0 

concepts same concepts 
or or 

entities entities 

Fig. 4- The three theories of 
invention 

Transcendentalist 
Theory of Invention 

Mechanistic 
Theory of Invention 

Cumulative Synthesis 
Theory of Invention 

The transcendentalist theory attributes invention to the 
inspiration of a genius (a "star", hence the symbol 0). The 
individual plays a crucial role in this conception; curiosity and 
fortuitous events predominate. On the contrary, the mechanistic 
theory adopts the view that invention proceeds under the stress of 

necessity (it is entaileds almost logically; hence the symbol --->). 
Needs dictate the direction of change ando as a results the 

emergence of inventions; the economic forces are major elementst 
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and invention is no longer visualised as a transcendental process 

yelding to unpredictable changes. 8 The cumulative synthesis theory 

holds that the individual is not merely an instrument in an 

ineluctable historical progress. Invention is likely to occur to 

inctividuals directly concerned with a given problemp provided that 

they are both able to overcome resistance to change and to achieve a 

synthesis of what has preceeded (i. e. to realise a sort of 

intelligent sum; hence the symbol + ). The latter view was already 

held by A. Comte when he wrote that 'Itne man most justly 

distinguished by great inventions almost owes the largest share of 

his success to his predecessors in the same career. 119 

Howevert inasmuch as these three approaches share the view of 

invention as a new configuration of existing elements, their common 

axiom may be considered as a derivative of Lavoisier's principle of 

conservation# according to which uin every operation.. elements are 

qualitatively and quantitatively conserved... there are only changes 

and modifications. 1110 

The Bounded Domain or the Innovative Function 

This sub-section draws on a reflexion unfolded by Papineau in the 

field of new theories. 11 If one can view an innovation as an 

economically and technically achievable function, or correspondence# 

from the set of the existing configurations (of concepts or 

entities) to the set of the new configurations, then a restriction 

ari se s: each given configuration includess besides a periphery of 

soft parameters, a hard nucleus of unchangeable connections. 

Changing those connections would imply a scientific or sociological 

revolution (in the original meaning of the word). Consider, f or 

instance, Homer's Odyssey. It can be adapted in Braille's alphabet 

for blind peoplep on videotapes# etc. Those two types of 
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presentation are innovations. However, there remains one 

fundamental relation that the innovator cannot modify at his will 

nor get rid of. Namely, the connection between Homer's work and 

the potential customer through the medium of, at least, one of the 

following senses: hearing, sightt or touch. A revolutiont i. e. 9 a 

fundamental change that would enable this kind of connection to be 

avoidedt could result from the use of telepathyp for example, to 

have access to Homer's writings. 

How-ever, this somewhat idyllic functional interpretation must 

not lead to underestimating the contingency and complexity of 

industrial innovation as a "conversion process"t in which "managers 

devote most of their time to dealing with tangible situations" and 

are preoccupied "with 'things' rather than lidea3lor looncepts'. 1112 

Symmetrical Definitions 

As regards the concept of industrial innovation, two "Opposed" 

definitions will be provided. Each of them underlines a 

fundamental dimension of the concept and most of the eX13ting 

definitions can be considered as a singular compromise between them. 

For instance, Myers and Marquis view a technical innovation as: 13 

10 ... a complex activity which proceeds from the 
conceptuali3ation of a new idea to a solution of the problem 
and then to the actualisation of a new item of economic or 
social value. " 

This definition clearly emphasises the technological development 

inherent in the innovative process. Zaltman et al., in their 

comprehensive contribution to a global understanding of innovation 

and organisationt consider an innovation "as any idea, practice, or 
material artifact perceived to be new by the relevant unit of 

adoption. 1114 The latter definition can apply easily to 
technological innovations and pays greater attention to the various 
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unit members' opinion or perception. 

Eventuallyp it remains to be noticed that, in the forthcoming 

linest the word "acceptance" refers to the purchasing of the new 

product or process by an organisation distinct from the one that 

conceived or produced it; accordingly, it will be sometimes 

referred to "exogenous innovation". On the other hand, "technical" 

or "technological", when coupled with "innovation" ref er 

indiscriminately to "industrial. " 

Similarly, the following sub-section will indicate two possible 

approaches to the organisational climate concept. From the outset# 

it is worth noting that the paradigm itself has received various 

names, each of them stressing different organisational 

idiosyncracies, specificities and "human sides of enterprises". 

The most general term is organisational climatep which* according to 

Baker, is "akin to what a non-behavioural scientist might call 

corporate personality.,, 15 The management literature also refers 

to "corporate identity". 16 However, corporate identity refers 

very often, in the brand management rhetorics to the "set of visual 

symbols that represent a company" (letterheads, vehicles, uniforms, 

signaget etc. ). The latter meaning, in this particular case D. E. 

Carter's definition, should be distinguished from the one which will 

be referred to in the following line3.17 Nevertheles3v slight 

distinctions may separate the conceptions underlying the terms of 

"managerial attitudellp "corporate culture", "corporate identity", 

"organisational climate", etc. Be they ever so slight, when 

possiblet those distinctions are pointed out in the present 

research. Howevert each of these terms aims at denoting a set of 

non-strictly techno-economic organisational idiosyncracies. 

As long ago as 1965, Georgopoulos described organisational 

climate as follows: 18 
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a normative structure of attitudes and benavioural 
standards which provide a basis for interpreting the 
Corgani3ationall situation and act as a source of pressure for 
directing activity-" 

Clearly, this definition emphasises the role of environmental 

and reference idiosynoracies. Georgopoulos's conception of 

organisational climate implies a one-way relationship from the 

structures to the structured (iet organisational units). 

In 19b6p Litwin and Stringer made a considerable contribution by 

suggesting that the characteristics, or "idiosyncracieall mentioned 

by Georgopoulos should be perceivable by the people in the 

organisation and that a crucial property of organisational climate 

is the "pattern of expectations and incentive values" that impinge 

on, and are created by, a group of people who live and work 

together. 19 

The latter definition enhances the organisational actors' 

role and pays a special attention to their expectations: Litwin and 

Stringer expressed a projective-pro3pective appreciation of 

organisational climate by emphasising the dynamic relationship 

between the peoplev the organisational idiosyncracies and the 

future. 

SECTION 2 STATEMENT OF THE GENERAL PROBLEM IN 7HE LITERATURE 

The general set of questions attached to the present field of 

research is factorable to the following three dimensions: 

Ideal objective ; 

(ii) Theoretical means ; 

(iii) Methodological implications. 

2.1. Ideal Obj ective 

Clearly,, the f inal goal of the kind of study the present one belongs 
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to is to accelerate and faci. Litate the adoption of technological 

innovations orp more to the point, to convert critical factors (in 

approaching potential adopters) into opportunities. Namelyp to 

enable a technically successful innovation to be transformed into a 

commercial success. 

2.2. Theoretical Heans 

If "the skill in marketing lies in identifying potential customers# 

and employing the most effective means to awaken perception and 

effective demand", as Parker put itt the point is* thereforep to 

"target the firm's promotional and selling efforts at the most 

receptive market" together with implementing "the most productive 

approach to each and every unit of the segment,,. 
20 

The basic postulate that underlies such a strategy will be 

closely considered later on. However, the researcher can focus on 

two distinct aspects of the innovative process, whether he is 

concerned with the diffusion or the adoption of the new product, 

service or process. 

(i) Diffusion study: the researcher is interested in studying 

the "process by which the use of an innovation spreads and 

grow. sio. 21 This kind of research must be related to what 

Mansfield22 denotes as the inter-firm approach whose object 

is analysing and assessing the spread "of the [new] process 

, 23 
within arw indU3trY . 

(ii) Adoption study: in this case the researcher deals with the 

inner process, or "intra-firm diffusion", as Mansfield 

(op. cit. ) expresses it. The researcher is concerned with 

the various stages a technological innovation must go through 

before it is accepted or rejected. According to Bakers the 

adoption of an innovation is the outcome of a sequential 
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decision-making process. 24 

The present research focuses on the second type of problem. 

The point at issue is: to what extent does organisational climate 

(as a set of corporate idiosyncracies) impinge on the inner 

decision-making proces& 

2.3. Methodological Implications 

In order to gain some insights into how specific firms will react to 

specific innovations, two major categorisations must be carried out: 

(i) A categorisation of the firm under consideration, as potential 

units of adoption (the "addressed systems"); 

A categorisation of the corresponding innovation systems. 

Both these notions are amenable to a secondary dichotomy, as the 

following lines indicate. 

Categorisation of Firms 

Thj. s first categorisation can be worked out either along a techno- 

economic scale or along an organisational-behavioural one. 

Tochno-Econosic Categorisation OF Firm3 

From the outsetv it should be noticed that this type of 

categorisation is to be distinguished from what the organi3ational 

literature refers to through the concept of "a priori 

cat ego ri sati on". One of the most widely quoted a priori 

categorisations is that given by Porter and Lawler who mention the 

following seven character13ti 03: 25 
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Intra-organisational level: 
1- hierarchical level within the organisation; 2- line vs staff; 
3- span of control; 
4- size of organisational subunits to which the 

individual belongs. 

Inter- organi sational level: 
5- total size of the organisation; 6- organisational shape (tall vs flat) i. e., the 

number of organisational levels per capita; 7- centralised vs decentralised organisation 

The approach which is herein labelled as a techno-eoonomic one 

has nothing to do with a-priorism, since it takes into consideration 

the type of industry, the sector, etc., to which the firm belongs. 

Thi s ty pe of approach will refert for instancep to the "size 

inequalities between firms", the I'labour intensity of the adopting 

industry"t and the "rate of growth of the sector" (Davies). 26 

Howevert other economic/technological characteristics may be 

found in the literature: 

- Financial health, competitive pressure, presence of long lived 

rixed capital ( Parker). 27 

- Monopoly position, access to capital, access to information$ R& 

D's expenditures, Possible subsidiaries abroad, productivity 

(Nabseth and Ray). 28 

- Relationships between the firm and the product (market pressure), 

the technological pressures,, the resources allocation, the results 

(Bela Gold et al. ). 29 

- Environmental constraints (physical, technological, economic and 

social constraints), and organisational requirements (Choffray and 

Lilien). 30 

Mansfield, in his early works, and particularly in the Enonomin 

-QfjQ&gjAj Change, suggested most of the characteristics mentioned 
abov e. 31 Nevertheless, as far as the most general characteristic 
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is concerned, namely the size of the firm, it can be traced back to 

Schumpeter's basic bypothesis of a positive correlation between a 

firm's size and its technological leadership. 32 In this respecto 

it is worth noticing that the functionalist writings of D'Arcy 

Thompson on the relationships between form and force, although 

written earliert were published during the same period. Thi s 

theory rests on the contention that "form [is a] direct resultant 

and consequences of growth" andt basicallyp holds that "the form of 

an object is a diagram of forces in this sense that from it we can 

judge of or deduce the forces that are acting or have acted upon 

it-,. 33 

These natural science principles were the basis for a 

normative theory of size control in organisational sciences. 

Haire, for instances suggested that "by understanding the 

implications of size... we can avoid inefficient solutions, and 

direct the development of organisations with conscious planning 

towards rational ends.. 
34 

2.3.1-2. Organisational-Behavioural Categori3ation of Firm3 

As Baker reports, most of the researches mentioned above "were 

forced to conclude that economic factors alone are insufficient to 

help explain the sequence in which firms adopt innovations, and 

agreed that 'managerial attitudes' probably accounts for fifty per 

cent of the variance in this sequence.,, 35 Among the 

organisational-behavioural idiosyncracies supposed to bear influence 

on the adoption process, or on the whole set of the firm's 

activities, the most generally quoted are the following: 

- Values of the organisation as they interfere with the 

organisational members' values (Burns). 36 

- Degree of specialisation of tasks, degree of flexibility of 
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hierarchyt type of communications (vertical vs horizontal)v degree 

of centralisation (Burns and Stalker). 37 

- Progressiveness vs unprogressiveness of the organisations, ie., 

inter alias internal willingness to share knowledge, readiness to 

look outside the firms effective internal communication and 

coordination, relative status of science and technology in the firm 

(Carter and Wi. Lliams). 38 

- Structural orientations distribution of influences character of 

superior-subordinates relation3v character of colleague relationst 

time orientation (short/long term), goal orientation (manufacturing/ 

scientific)v top executive' management style (Morse and Lorsch). 39 

- Organisational structures management attitudes to the adoption of 

new techniquess degree of vertical integration (Nabseth and Ray). 40 

According to these researcherst "the least tangible factor, i. e. 

managerial attitude, is likely to have the greatest impact on the 

application of new techniques" (opcitv p. 19). 

- Managerial dynamismo age, education and aspiration levels Of 

management# management attitude towards investment (Parker). 41 

- Need for achievement among the management (Myers and Marquis). 42 

- Operating and Organisation pressures, higher management objectives 

and values (Bela Gold st al. ). 43 

- Hierarchy of organi3ational goals and values, structure of power 

relationshipSt status relations; absolute and relative strength by 

which values and goals are pursued or suppressed (Normann). 44 

- Degree of centralisationt Organisation's past experiences needs 

and requirements of various departments (J. Sheth). 45 

- Individual preferences within the organisations organisational 

preferences (Choffray and Li. Lien). 46 

- Management's broadness of mind and self-confidence (these rather 
intangible variables have been statistically tested by Peters and 
Venkatesan). 47 
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- Subjective judgments towards risk among the various individuals 

composing the organisation (Parkinson) . 
48 

- Characteristics of the decision makers in terms of their risk- 

taking behaviours organisational policies for collecting 

information, degreeof orientation towards marketing, organi3ational 

climate (these variables were tested as to their correlation with 

adoption by El-Sherbeny). 49 

- Mechanisms (i. e. 9 local rationality# acceptable level decision 

rules, sequential attention to goals) used to reduce organisational 

conflicts about five classes of goals: productions inventoryt salest 

market, profit (Cyert and March). 50 

- Existing and competing strategies of the organisational actors* as 

their strategies attach to a set of distinct bounded rationalities 

(Crozier and Friedberg). 51 

- Corporate Is business environments valuest heroest rites and 

rituals (Deal and Kennedy). 52 

- The seven S's (revised McKinsey's 115-S Framework") ti. e. 9 the 

corporate's strategyt structure 9 systemst stafft styles skills and 

superordinate goals (Pascale and Athos). 53 By 11superordinate goals" 

is meant, in McKinsey's jargons a kind of slogan-like evidence of a 

paramount belief. For example: 

, IBM means service"; 
"Progress is our most important product" (General Electric); 
"Better things for better living through 
chemistry" (DuPont); 
"Excellence in underwriting" 
(Chubb Insurance) ... 

2.3-2. Categoriaation of Innovations 

Similarlyt this categorisation may result from two d13tincts scopes 

of reference. The categorisation may refer to the techno-economic 

attributes of a given innovation system as they constitute an 
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objective set of measurable data. On the other handt the 

categorisation of industrial innovations may be "based on perceived 

advantages rather than absolute economic advantages" (Baker). 54 

However, the literature suggests various taxonomiess which have 

been summarised by Zaltman et al. 55 Three major foci are 

diff erentiated: the types of innovations in terms of the state of 

the system (i. e., the organisation); the types of innovations in 

terms of their initial field of initiation; the types of 

innovations in terms of their effects (level and degree). Each of 

these categories gives, in its turnp rise to various clusters,. as 

the following figure indicates. 

Fig. 5 Other categorisations of innovations 
(After Zaltman et al., op. cit., P-31) 

TYPE OF INNOVATIONS IN TERMS OF THE STATE OF 7HE SYSTEM 
1- Programmed innovations 
2- Non- programmed innovations IKnight, 1967 

a. Slack innovations ! Cyert & 11 (57) 
b. Distress innovation ! Marah, 1963 (56) 

TYPES OF INNOVATIONS IN TERMS OF THEIR INITIAL FOCUS 
1-Technological innovations\ Dalton 
2-Value-centered 11 let al. 
3-Structural /1968 (58), ' 

la. Ultimate 

1-Product/service 
I Innovation lGrossman 

2-Production process 
'b. Instrumental, 11970 (59) 
1 Innovation 

3-Organisational- I'Knight 
, structure is I 4-People if 

TYPES OF INNOVATIONS IN TERMS OF 7HEIR OUTCOME OR EFFECT 
1-Performance radiealn933 Kai tW Large scale\ Harvey 
2-structural It 19bt (ii)Small scale/ & Mills 

1970 (60) 
1 -Varia, tio ns (minor change) 
2-Heorientation(major" 11) 1 Normann 

a. Marginal reorientation 1971 
b. Systematic of (61) 
c. Idiosyncratic of 

Clearly 1P the3e taxonomie3 are aimed at providing a 

classification scheme that can aid in prediction. For examplev 
Normann's analysis of product development in large companies 
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supports the claim that there is some utility in distinguishing 

between innovations along a radical-routine solution continuum. A 

new product is viewed as a "variation" if its dimensions are 

basically similar to those of earlier products though with 

refinements and modifications. On the other hands "reorientations" 

imply fundamental changes, in which some product dimensions may be 

eliminated and entirely new ones added. 

What could be the operational implications from the marketer's 

viewpoint, of such a distinction? The answer is that, on the 

assumption that the rate of adoption of the innovation depends upon 

the degree to which the various subsystems in the relevant 

organisations should be altered# routine innovations are likely to 

be adopted earlier than radical innovations. 

However, those various types of innovations are not mutually 

exclusivet although certain combinations are much more likely to 

come about than others. As Zaltman et al. notice: 
62 

programmed innovations are usually routine innovationst 
whereas non-programmed innovations, particularly the distress 
variety, often appear as relatively radical innovations 
because they tend to produce change in the subsystem of the 
organisation-A non- programmed innovation may also be an 
ultimate innovation# particularly if a radical situation 
exists. 11 

In other wordst these categories are amenable to a secondary 

categori3ationt depending on the way they are taken into 

consideration. For instance# the radicalne3a dimension calls 

strongly for a subjective appreciation: Oradicalness" is neither a 

physical measure nor an economic concept. On the other hand, 

distinguishing between "product or service innovations" and 

"production process innovation" is less liable to subjective 
interpretation. Here, a pure techno-economic viewpoint is 

required. The taxonomy adopted in the present research 
incorporates the classifications mentioned above or, more to the 
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point, does not ignore them. Furthert it avoids the source of 

ambiguity previously stressed. 

2.3.2.1. Techno-Economic Categorisation of Innovations 

The categorisation of innovations in an economic and/or 

technological framework is highly influenced by Rogers, 

characterisation of new industrial products or processes according 

to their divisibility, communicabilityt relative advantage, 

functional compatibility, and complexity. 63 The divisibility 

dimensiont or ability to implement the innovation on a limited 

basist has been distinguished into two sub-dimensions by Coughlan: 64 

(i) First sub-dimension: the extent to which a complete 

innovation can be implemented without entirely abandoning 

current practice; 

Second sub-dimension: the extent to which the innovation can 

be broken down to a set of components that can be 

implemented gradually with the benefit of feedback. 

The complexity dimension refers both to the technologies 

underlying the innovative process and to the technologies involved 

in implementing the innovation in a particular context. The 

functional compatibility concerns what is functionally required of 

the potential adopters to make use of the innovation; it is related 

to the similarity of the innovation to an existing product or 

process it may eventually supplementt complements or replace. As 

regards the communicability dimensions it is held that the 

communicability of an innovation exerts a considerable influence on 

whether it is accepted or not. This dimension was found to be 

particularly crucial in the U. & steel industry. 65 This dimension 

was found to be also contingent upon the possibility to ascribe or 
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attribute to the innovation any changes that may occur af ter the 

innovation has been introduced. 66 The relative advantage dimension 

refers to the critical attributes of the innovations or the function 

it performs that other alternatives do not. 

Howeverv other characteristics have been proposed, as the 

following lines indicate: 

- Triability and observability. In this respect, Rogers and 

Shoemaker stated that the effect of implementing a given innovation 

must be amenable to a twofold demonstration: (i) "use- 

demon stration"s or how is the innovation employed andt (ii) 

"result-demonstration"t or what are the benefits of adopting the 

innovation. 67 It is worth noting that Rogers and Shoemaker 

acknowledge that such a twofold demonstration is not always 
feasible. 

- Initial and continuous costs* saving of time (resulting from 

adoption), rate of recovery, pay off, etc. Fliegel et al. P in 

their study of farming enterprises, calculated the coefficient of 

correlation of each of the above dimensions with the adoption 

rate. 68 

- Technical applicabilityr profitability of the new process (Nabseth 

and Ray) . 
69 

- Expected value of any proposed change, commercial advantage 
(Parker). 70 

- Rever31bility. Taylor holds that when a number of alternatives 

are availablet the more reversible ones are likely to be adopted 

earlier; in this sense,, tne rever3ibility concept is a function of 
the degree to which the status quo ante can be reinstalled in the 

system under oonsideratiom7l 

A twofold piece of criticism has been addressed to this set of 
characteristics. First of allp their validity itself has been 
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questioned by various researchers. For instances Bela Gold argued 

as f Ollows: 72 

estimates of the differential effects of given 
innovations on profits are frequently subject to serious 
error, because most innovations serve as part of larger 
complexes of facilities whose result cannot be disentangled 
from one another. " 

One could reply that it is not because the assessed 

profitability is frequently "subject to serious error" that managers 

will not ground decisions upon computations, whatever they may be 

based on. Terborgh was even more categorical on this issues, 

since he questioned the possibility itself of such estimations. if 

he is to be believed: 73 

the overwhelming majority of business investment 
projects are of thi 3 segmental or component type- 
replacements, improvements# expansions or some combinations 
there of. Since it is impossible in most cases to compute 
their separate revenue generation and operating cost 
incurments after they are in servicet it is even more 
impossible to predict these magnitudes before the projects are 
acquired. " 

Nevertheless, should this kind of computation be achievable# 

somehow or others another aspect of the categorisation of 

innovations from their profitability or forecasted advantage remains 

questionable. As Bela Gold put it, "decision models concerned with 

the adoption of major technological innovations seem to have 

succumbed to the temptations both of over generality and over 

rational i ty. , 74 Moreovert as this author follows# 

to say that major innovational. decisions are based on 
profitability expectations adjusted for the estimated 
probabilities of adverse outcomes may be unobjectionable, and 
may even be correct in some sense; but it is certainly 
unenlightening. As an 'explanation' of past decisions, it 
offers nothing more than a tautology: i. e. 9 if an innovation 
was adoptedq management must have expected it to be 
sufficiently profitable; and if noto not. And as an 
empirical 'test' of such expectations, it is hardly more helpful to demonstrate that the innovations which survive and 
achieve eventually wide diffusion are those whose utilisation has been associated with profitability. " 
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In his Introduct2= 
_jg= _" 

Marketing, Baker ariticises the 

issue even more severelyt when he holds that "relative advantage is 

really a catch-all for the other characteristics. n75 

From what is aforesaid it arises that the most questionable 

point in the characterisation of innovations from a techno-economic 

viewpoint seems to be the threat of "over rationality". Obviously, 

the point is not to advocate irrationality on the part of the 

various investigators of organisational, phenomena influencing the 

adoption of new technologies (productst processest systemst etc. ). 

Hathert it is purported to call attention to the misleadingly 

normative and evaluative connotation attached to the concept of 

rationality in techno-economic systems. It is in a similar spirit 

that some may have suggested the advantages of a "technology of 

f oolishness ". 76 

More precisely, the point is to underscore the danger of 

postulating a sole type of rationality on behalf of the potential 

customerst and of assuming that this rationality is (i) of a techno- 

economic type only, (ii) shared by any manager in any organisation, 

and (iii) applied regardless to the specificity of the innovation 

under consideration. 

This postulated rationality results from a combination of the 

neo-classical economic theory with the new economic theory, or 
Lancasterian technology of consumption. 77 The auestion nf 
rationality will be examined in more detail belowt and particularly 

in Chapter V. Howeverp at this stage# a brief overview of the 

common perspective on rationality may be provided; it is 

illustrated by Fig. 6. 
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Fig. 6- The Postulated types of rationality 

Neo-classical Technology of 
economic consumption 

rationality rationality 

A 

Principle of preference 1 Principle of divisibility 

Principle of favoured abundance, Hypothesis of linearity 
or of non-repletion 

Hypothesis of additivity 
Principle of utility maximisation I 

I Hypothesis of objectivity 
Principle of congruity between 
preference and satisfaction 

Principle of perfect information 

Principle of indivisibility 

The principle of preference states that the individual is able 

to design a function of preference between various goods. The 

principle of non-repletion implies that a greater quantity is 

always preferred to a smaller one. The principle of perfect 

information assumes that the individual has a complete knowledge of 

his needs and the means to meet them. The principle of 

indivisibility states that the satisf action stems from the goods 

themselves, and not from their characteristics. 

According to Lancaster's principle of divisibility, utility does 

not lie in the goods themselves, but in their characteristics. The 

linearity and additivity hypotheses express that the quantity of 

characteristics obtained is in direct relation with the quantity of 

goods consumed. The objectivity hypothesis states that the goods' 

characteristics are objectively defined and do not vary from one 

individual to an other. 

This grid is easily applied to organisations; the organiaational 

member replaces the consumer, and is still viewed as homo eoonomicus 

whot in the name of organi3ational welfaret assesses rationally the 
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industrial productst ort most of tons their characteristiost and 

deduces the relative advantage that adoption is likely to entail. 

The major piece of criticism that has been addressed to those 

assumptions is that the first theory supposes perfect rationality 

and informationt while the second* essentially axiomatic# remains 

poorly explicative ands as a resultt weakly operational. For 

instancet within such a theoretical frameworko a given innovation is 

likely to be accepted if it is relevant to the organisation. But 

which relevance is to be considered? As Baker stresses it, "the 

innovation must be relevant in the sense that it performs a function 

considered as significant in the prospective user's extant or 

proposed area of activity.,, 78 This leads one to the second type of 

categorisation of industrial innovations. 

2.3.2.2. Perceptual Categorization of Innovations 

According to Baker, insufficient attention has been given to product 

characteristics and the user's perception of them. 79 Yet, there 

may be some distortion between the innovation as defined by the 

innovator and as perceived by the potential adopters. For 

instancet consider the perceptuai derinition of the concept of 

compatibility as proposed by Rogers and Shoemaker: 80 

11... the degree to which an innovation is perceived as 
consistent with existing valuesq past experiencest and needs 
of the receivers. " 

Clearlys, tnis perception may differ from the one the innovator 

could be expecting. Baker and Parkinson stressed this point when 

they wrote that 'Itfte firms' records of an adoption decision tend to 

reflect the decision-making unit's perception rather than facts 

themselves. 1181 Accordingly* it can be argued that it is the 

perception of the benefit to be gained through adoption which is 
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important, as opposeci to to any objective statement of it. 

Expressing a similar opinion, Hagen pointed out that: 82 

"There is no such a thing as innovation in the abstract. it 
is always in some specific field* involving specif ic 
materials or conceptst or relationships to other persons. " 

Rogers and Shoemaker have emphasised the subjective dimension 

necessarily inherent in the adoption process: 83 

"... [an innovation] is an idea, practice, or subject, 
perceived as new by the individual, it matters littlet as far 
as human behaviour is concernedo whether or not an idea is 
'objectively' new as measured by the lapse of time since its 
first use or discovery ... If the idea seems new and 
different to the individual, it is an innovation. " 

This position is particularly congruent with Peter Drucker's 

contention that: 

"... what a business thinks it produces is not of first 
importance ... what the customer thinks he is buying, what 
he considers 'value? is decisive - it determines what a 
business ist what it produces and whether it will prosper. " 

"Managerial attitude", or "attitudinal response" are often 

reported as a soure of subjectivity in the decision-making process. 

Bakerv in Industrial Buying Behaviour... s emphasises this pointo 

writing that: 84 

U... lattitudinal response' (managerial attitude) embraces 
all those factors which influence the subjective 
interpretation of the objective 'facts' and is essential if 
one is to be able to predict how specific firms will react to 
specific innovationa. " 

Although there are still few studies related to the potential 

adopters' perception of innovations# the issue of the measurement of 

managerial attitude has been of major preoccupation for several 

years. However, managerial attitude cannot be separated from 

corporate idiO3ynoracies in general and organisational climnate in 

particular since* according to Gilmert the latter can be defined as 
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those "characteristics that distinguish the organisation from other 

organisations and that influence the behaviour of people in the 

organisation". 85 Accordingly# it is of paramount importance to 

assess the relationships between organi3ational climate and the 

perception of the characteristics of the innovation. This gives 

rise to two major questions: 

( i) Which perceptions are relevant* and how can they be assessed? 

(ii) Which methodology is the most suitable to relate tho se 

perceptions to organisational climatet and how can the 

latter be determined? 

7hose two issues clearly afford a great interesto as regards the 

validity and the generalisability of the empirical findings. A 

reasonable guide to the logic which the research design should 

follow is provided by a study of the genealogy of the 

organisational climate concept. By assessing how the specificity 

inherent in any organisation has been hitherto treatedt sufficient 

insights should be gained into a methodology capable of ruling out 

the major threats to a valid conceptualisation of relationships 

between organisational climate and industrial innovation adoption. 

The third chapter of this dissertation is devoted to retracing 

this genealogy. Howevers the guidelines of this review revolves 

around two of the the central concerns of the present researchs 

namely, change and innovatiozu 

Recapitulation 

At this recapitulative staget it should be noted that each dichotomy 

attached to the categorisations previously addressed refers to 

rather ideal extremes on the continuum between which lie most of the 

existing studies. Neverthelesso the compromise between the 
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extremes Ue. * between a techno-economic categorisation and a 

perceptual categorisation) most often does not result from 

deliberate theoretical standpoints but is rather dictated by the 

circumstances and the epistemological impossibility of establishing 

valid knowledge in the narrow neighbourhood of one of the extreme 

terms of the dichotomy. In other wordst the researcher does not 

enjoy an indefinite degree of freedom in his research. The 

reseacher's type of study depends - to a great extent - upon the 

scientific possibility of interpreting the manifold of facts 

attached to the field of enquiry in economic* technological# 

behaviouralt or perceptual terms. 

Considers for instance, the first categorisation. It is aimed 

at classifying firms# and it has been proposed that this 

classification could be achieved either in techno-economic terms or 

in behavioural ones. The following example indicates how the 

difficulty to obtain clear and differentiated information through 

behavioural dimensions impelled the study towards the other pole 

of the categorisationt namely the techno-economic classification 

of f irms. 

In his Economics 
jQj 

Innovation. exciting the reader's interest, 

Parker announces he will "deal with the identity of the adopters"86 

together with economic characteristics of innovations for, in his 

judgment: 87 

[the] reaction to innovation will be determined in part 
by the behavioural characteristics of the potential cuatomer3p 
and in part by the features Of the product concerned. " 

Butt as regards the "behavioural characteristics"t i. e. t 
umanagerial dynamism" as Parker expresses its the reader might feel 

somewhat disappointed when the authors, with a scientific sincerity 

which deserves a lot of creditt acknowledges that "summary 

indications of managerial dynamism are clearly difficult to find, 188 
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and is lert surmising that the "ability of companies to perceive and 

respond to the challenge offered by innovation is likely to be 

influenced by managerial dynamism". Not surprisingly* Parker's 

study concentrated on the "economics of innovations". 

But this search for 113u mmary indications" of managerial profiles 

may sometimes be more successful. This can be observed in the 

study reported by Nabseth and Ray, on the international diffusion of 

the basic oxygen process in steel making. 89 From the outset# it 

is postulated that "technological diffusion is related to management 

attitudes or motives. " Thens, the researchers$ objective is to 

measure or, failing that, at least identify managerial attitudinal 

characteristics. In their opinion, "ideallyt these data should be 

generated by predesigned tests that reveal managerial objectives 
directly", and an appropriate questionnaire should solicit 
information about staff mobility, educational backgrounds attitudes 
towards risk, etc.; the answers could have been treated by scalogram 

analysis or Guttman scaling. Butt according to the researchers, 

the quality of the answers was inadequate to such a treatment. As 

a result,, the investigators were lert inferring managerial profiles 

on the basis of published balance sheets and income statements. 
Their basic assumption was that managerial policy objectives are 

revealed by the juxtaposition of certain financial and productivity 

ratios normally or potentially under management control. These 

ratios were looked upon as if they were scores obtained from 

psychometric tests and treated by factor analysis. It seems that 

this "search for summary indications" results in a rather static 
description of the firmst for the ratios under consideration only 

reflect the state of the formal system at a particular point in time 

ands accordinglyt are bound to be poor predictors of the managers' 
future strategiest yet of paramount importance as regards attitude 
towards innovations. 
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Another point remains to be made if the epistemological status 

of the categorisations mentioned above is to be clearly established. 
As suggested by Baker, there is a strong indication that# on the 

grounds of a categorisation of innovations and firms, a given 
innovator should be able: 90 

to pre-identify the most receptive market segment as a 
basis for targeting his promotional and selling efforts at this segment. By doing so, one hopes to reduce the elapsed time to first adoption and to initiate the bandwagon or 
contagion effect# which is characteristic of the diffusion of innovation. 11 

This underlying process has been conceptualised by Rogers and 

Shoemaker. 91 Their bell-3haped curve of the sales plotted against 

elapsed time from the introduction of an innovation suggests 

classifying adopters in five categories (from "innovators,, to 

"laggards") according to the time at which they adopted. 

Then the fundamental principle of the preceding argument is that 

the whole diffusion processo as it is schematised by Rogers and 

Shoemaker, is amenable to an acceleration corresponding to a 

translation of the graph from the right to the lef tt provided an 

acceleration of the first stage (ie., adoption of the innovation by 

the first 2.5% adopters). The coherence and the unity of the total 

phenomenon over time are based upon an organisational interpretation 

of both the anthropological tenets of mimetism, 92 and the 

so ciological principle of imitation. According to Bakers, the 

latter principle may be traced back to Gabriel Tarde'sjhjj"2Z 

Imitation. Baker grounds his statement upon Tarde's contention 
that innovations 11.. show a slow advance in the beginnings followed 

by rapid and uniformly accelerated progress* followed again by 

progress that continues to slacken until it finally stops., 03 
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Conclusion of the Second Chapter 

This chapter provided preliminary definitions of some concepts which 

are central to the research (Section 1). Then, alternative 

perspectives on the problem were identified (Section 2). 

Accordingly* it seems now possible to concentrate on the 

question of corporate idlosyncracies in more detail. In this 

respect# the following chapter examines the concept of 

organisational climate with a view to progressing towards the 

resolution of the problem characterised in Chapter L 
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FIRST HEMISPHERE: THE PUTATIVE THEORY OF ORGANISATIONAL CLIMATE 

0. Introduction 

Chapter II was devoted to providing an overview of the major 

dimensions of this researcht namely organisational climate (as a set 

of non-strictly techno-economic corporate idiosyncracies) and 

technological innovation. The present chapter concentrates on the 

organisational climate concept, and is aimed at assessing in an 

operational perspective the epistemological status of the approach 
this notion gives rise to. 

According to Karl Popper, "what compels the theorist to search 
f or a better theory is... almost always the experimental 

falsification of a theory. 111 From what has been considered in 

Chapter IL it follows that the classical techno-economic approach 

to organisations fails to account entirely for the innovation 

adoption process. The investigator is lef t either surmising the 

existence of "contextual" idiosyneracies influencing and affecting 

the decision-making process or resorting to meta-economic dimensions 

(e. g., in Parker's termst "managerial dynamism") which his 

conceptual tools prove unable to handle, let alone measure. 2 On 

the other handt attempts to treat those meta-economic dimensions 

through techno-economic inferences are worked out at the expense of 

a dynamic assessment of the situation (as in Nabseth and Ray's 

research). 3 

Then, if a "theory is a tool which we test by applying it, and 

which we judge as to its fitn93s by the results of its 
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applications, e14 the techno-economic interpretation of the adoption 

of industrial innovations does not give rise to an unquestionable 

v al i di ty. From the aforesaidt it follows that the heuristic 

function and, therefore, the epistemological status, of the 

organisationa. L climate approach could be to completep rather Man to 

compete withs the techno-economic interpretationt by reducing the 

unexplained variance in the sequence in which firms adopt industrial 

innovations. Then, the question arises of the extent to which the 

organisational climate approach constitutes a theory, insofar as the 

literature bears reference to the "organi3ational theory", or to the 

"firm theory". According to Karl Popper, two dimensions are 

necessary to any theory: 

Universai. statements, i. e. v hypotheses of the character of 
laws; 

ii) Singular statements, which apply to specific events, or 

initial conditions. It is from the conjunction of universal 

statements with initial conditions that predictive singular 

statements can be deduced. 5 

In the absence of any certitude that the organisational climate 

approach is amenable to such a format# nothing can be stated but the 

supposed,, or putative, tneoretica. L status of this interpretation. 

This chapter is aimed at determining the extent to which the 

organisational climate approach could stand as something more than a 

putative theory. To answer this question# it is necessary W to 

examine the origin of the orgaaisational climate concept and 
demarcate the body of research which could furnish its broad 

theoretical basis ("genealogy" question) and (ii) to examine how the 

concept is used in the literature ("praxiology" question). The se 
issues are respectively treated in Section 1 and Section 2. 

Section 3 concludes on the epistemological question. 
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S ECT ION 1 GENEALOGY: GERE31S OF THE CONCEPT THROUGH 
THE ORGANISATIONAL LITERATURE 

It has already been set forward that the orgaaisational climate 

approach, within the scope of the present research, is aimed at 

reducing, in the industrial innovation adoption sequence, the 

variance left unexplained by the techno-economic approach. 
Accordingly, a reasonable way to increase the ratio of explained 

variance is to consider other factors than those which are 

associated with the variance already explained, or to assess them 

from a different point of view. This section is devoted to 

reviewing the various ways in which non-strictly techno-economic 

organisational idiosyncracies have been treated so far. In 

parallel# each approach will be assessed as to its ability to 

furnish the theoretical background of the present research. The 

review boils down to two major sub-sections dealing with the 

prevailing interpretative standpoint of the schools considered 
(positivistic/non-positivistic); in turns the first sub-section 

gives rise to a secondary distinction according to the type of 

reflection involved (a priori/non-a priori). 

1.1. Positivistic 7heories 

1.1.1. A Priori Approaches 

1.1.1.1. The Classiaal Doctrine 

"Up until the 601s, researchers were mainly concerned with solving 

organisational problems with universal solutions. They used to 

ignore organisational specificities. 4 This is particularly obvious 
as regards the great ancestors: Taylor and Fayol, who posited 
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considerable tenets about work organisation and controls, but 

advocated a uniform type for the latter regardless of any corporate 

idiosyncracies. 

In essence, tne "classical doctrine deals almost exclusively 

with the anatomy of formal organi3ation.,, 7 Its tenetst specified 

in 1947 by Weber, provide an ideal (i. e., non-empirical) typology 

of the bureaucratic model of organi3ation. 8 According to Weber# 

the bureaucratic type of organisation is "capable of attaining the 

highest degree of efficiency and ist in thist the most rational 

known means of carrying out imperative control over human beings. 119 

This controls, and the resulting expected efficiency, revolve around 

five major concepts: 10 

W Division of labour; 

01) Continuity and uniformity of operations; 

(iii) Neutrality of action; 

( iv) Hierarchy of authority; 

(v) Task definition. 

With respect to the general concern which governs this researcht 

this "monocratic conception"t as Thompson labelled it, lacks 

mechanisms for dealing with conflicts, overempha3i3e3 certainty and 

the technocratic rationality (of., the classical "one best way"). 
" 

Because various studies# among others by Burns and Stalker12 or 

Lynton#13 to take the most famous, have pointed out that an 

important characteristic of the innovation process in organi3ation3 

is dealing with conflicts, the classical approach does not seem 

suitable to the present research. A similar conclusion follows as 

regards the concept of certainty. As Zaltman et al. note* 

"bureaucratic organisations operate on this presumption of certainty 

in the decision environment". 14 But the rule that "organi3ationa. 1 

decision makers--- [know] what they are looking for" is less 
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applicable "in innovation situations because decision makers are 

often less sure about exactly what they needev. 15 Accordingly, the 

Classical Doctrine is not congruent with the study of the 

idiosyncratic ways in which different organisations may deal with 

uncertainty, Conflicts and change. 

1.1.12.. 7he Neo-Classical Theory of Organisation 

Commonly equated with the "Human Relation Movement", this school was 

thriving in the U. &A. after the second world war, and aimed at 

reducing the shortcomings inherent in the mechanistic viewpoint 

inherited from the Classical Doctrine. 16 Emphasising the 

individual and small groups' role, this movement devotes its 

researches to investigating and identifying relationships between 

the firm's productivity and its employees' satisfaction. It is 

worth noticing that studies carried out by the neo-classical 

theorists or organisations are of particular. interest to the present 

issue: as the survival of the informal organi3ation requires stable 

continuing relationships among the people, it has been observed that 

the informal organisatioa resists change. 17 

Briefly, the Neo-Classical Theory of orgaaisation accept3 the 

postulates of the Classical Doctrine, regarding the pillars of the 

organisation as given. Howevert these postulates are considered as 

modified by peoples acting independently or within the idiosyncratic 

context of the informal organisation (this term refers to people in 

group associations at works but these associations are not specified 

in the "blue print" of the formal organi3ation). It has been 

suggested that the inspiration of the Neo-Classical Theory could be 

traced back to the Hawthorne Studie3.18 Despite valua'ble 

contribution to the lore of the specificity inherent in the 

organisational phenomenons "like the Classical Doctrine, the Neo- 
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Classical Theory suffers from incompletnesso a shortsighted 

perspective, and a lack of integration among the various facets of 

human benaviour studied by it. 1119 Thus, although this theory 

refers to the "interactional climate" in organisations, its major 

propositions were not to give rise to an operational approach to the 

organisational climate phenomenon. More to the point, as stressed 

by Larcon and Reitters, this 3choolt unfolding a normative 

methodologyp tends to advocate absolute tenets such as "democratic 

style of leadership"t "collective deci sion- making", etc., which 

limits its ability to carry out researches on the various 

idiosyncratic aspects of any organisation. 20 In other wordso tne 

Neo-Classical Theory's categories are too prescriptive (of., 

Likert's "system 411) to allow for a study of organisational climate. 

1.1.1-3. The Analytico-Ethnological Approach 

This approach deals only with singular corporate casest and 

exclusively focuses on analysing organi sations' internal processes. 
21 

However, through the investigation of the dependence between the 

technological, economic and social constraints resulting from the 

environment and the organisation, this school resorts to a 

deterministic approach that does not pay enough attention to the 

autonomy of the actors in the firm, which is of paramount importance 

when studying decision-making processes. 

1.1.1.4. The CYbernetio Coneeption of Organisationis 

This approach proved useful in understanding the role of the 

structures in the organisations under considerations particularly 

through the study of information and communication. 22 This school 

holds that a social system can be described as a set of elements 
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coordinated by intercommuni cations and information: 23 

"The essential point here is that although the relations among 
components of mechanical systems are a function primarily of 
spatial and temporal considerations and the transmission of 
energy from one component to another, the interrelations among 
components in complex organisations depend more and more on 
the transmission of information. " 

This type of analysis enables the various organisations to be 

dif f er entia ted: each organ13ation is a specific system. This 

approach is neither deterministic nor normative: it holds that the 

point at issue is not to define norms, but to describe a set 

governed by idiosyncratic laws (which are to be identified)v and 

which manifests an original type of relationship with its 

environment. However, this approach suffers from two major 

shortcomingst which are pointed out by more recent schools (see 

1.2.1. ) : 

It ignores the political aspect inherent in any human system: 

the model is a regulated system operating in a field of which 

the fluidity and transparency are postulated. 

(ii) It ignores the strategic dimension of human action within 

the organisation: it neglects the elements of the system's 

a, bility to use information as a source of power, to achieve 

micro-strategy. A regulated system implies the neutrality of 

inf ormation. 

In conclusion, this conception bears the hallmark of 

f unctionali sm. As noticed by Crozier and Friedbergs this school's 

positivistic rationalism postulates a priory some type of 

rationality on the part of the system's elements and resorts to a 

norm ativ e-deductiv e logic: the system is viewed as being regulated 

by a central regulator independent from human interaotions. 24 The 

major piece of criticism that has been addressed to this approach is 

Closely related to this research concern, and is based on the 
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concept of strategy. As expressed by Crozier and Friedberg: 25 

the model underlying the cybernetic analogy is a model 
which neglects the strategic (Le., irreducibly unforeseeable) 
dimension of human behaviour, a dimension which readers 
impossible any regulating mechanism based on a direct command 
of the regulated phenomenon, here human behaviour. " 

Recapitulation of the Positivistic-A Priori approache3 

The approaches mentioned above are positivistic inasmuch as: 

W They ignore the political (i. e., Power-related) dimension of 

Organisationst and the fact that the freedom of their elements 

manifests itself through various strategies; 

ii) They resort to deterministic postulates; 

(iii) They are reductionnist, since they interpret human collective 

action through reductions such as the Taylorian "homo 

economicus". 

Further, tney are a priori approaches inasmuch as : 

( i) They postulate a priori an economic rationality on the part of 

the people in the organisation; 

(ii) They incline to interpret the complexity of human behaviour 

using a priori models such as Maslow's motivational 

hierarchy. 

Then, as Crozier and Friedberg noticed, this conception implies 

normative assessments: 
26 

There must be a "fit" between organ13ational structures and 

the psychological needs of individuals, which are considered 

as mutuaily independent variables (Human Relation 

Movement); 27 
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Or it is required that the system be both flexible and Stable 

(Cybernetic Conception of Organisations). 

These a priori requirements render this first type of approach 

inappropriate to provide the theoretical background of the present 

research. 

1.1.2. Non-A Priori Approaches 

The Structural Analyais of Organiaations and the 
Contingency Theory of Organisation 

This trend has developed essentially in Great Britain and in the 

United Statest with, as main forums the "Administrative Science 

Quarterly Review, '* published at Cornell University. Its most 

famous vectors are (or were), in the U. K., Burnso Pught Hickson, 

Woodwards ands in the U. S. A., Blau, Hage and Aikent Halls Lawrence 

and Lorsch. 28 The movement, in essences holds that each 

organisation is specific. Idiosyncracies appear clearly through 

the organisation's structures and particular operating rules. 

Then, there is no "one best way" to deal with problems within the 

firm. However, this theory Is closeness to the problem under 

consideration calls for considered attention. Three of its major 

aspects will be examined in the light of Crozier's approach to 

organised action. 

1.1.2.1.1. Technology and Technological Determini3m 

Among all the "contextual idiosyncracies" (such as the 

organisation's origin or history, its size, technologyp location, 

etc. ), technology was the first characteristic to be deeply and 

empirically studied through a pioneer research carried out by Joan 

Woodward. 29 The research was based on a very large and complete 
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sample of Essex industrial companieat and was aimed at assessing the 

influence of technology upon the companies' organisational 

structures and performance. Harvey has reproached Woodward's 

conceptualisation of technology with various shortcomings. For 

examples, according to this author, Woodward neglected the very task 

contents as well as the shifts in products that may occur within a 

given technology. 30 Hore recentlyt Crozier and Friedberg stressed 

the "dangers of technological determinism to which could give rise 

an over simple interpretation of Woodward's results, i. e., the idea 

that the technological requirementst via the performance 

constraints, determine the organisational structures., -31 However, 

the notion of "technological imperialism" has been first criticised 

by D. J. Hickson et al. 9 on the ground that marked structural 

variations within one and the same technological category are widely 

observed; 32 further, in Woodward's sample it3elft numerous companies 

can be pointed outt which, in spite of performance rates below the 

average in their categoryt remain in activity and keep their a- 

typical structures. 

Despite an essentially theoretical and non-empirical 

orientationt various works due to Perrow adopt a similar 

perspective# although his more sociological approach was aimed at 

furnishing a comparative framework for studying organisations. 33 

This framework builds on a typology of the relationships between the 

techniques of production and the operating structures within 

organisations. However# by defining technology as a set of 

dimensions implicitly considered as objective facts to which the 

organisational factors cannot but adapts such a model takes as 

solved the very problem under consideration: whys how, and to what 

extent technological characteristics are experienced as constraints 

by the organisational actors and, conversely,, to what extent those 

actors can use the constraints in their own strategies. As a 
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resultt Perrow was induced to integrate change into his analysis via 

a general and highly bypothetic postulate. This postulate assumes 

that: (i) in the interest of efficiency, organisationav wittingly 

or unwittingly, attempt to maximise the congruence between their 

technology and their structures; (ii) "orgaaisationa have all 

studied the sociology of complex organisations" and have adapted 

their structures to fit their technology. 34 Finally, according to 

Argyrist this approach resorts to reification when it refers to the 

deus ex machina of the "wills" and the "needs" of the 

organisations. 
35 

1.12.12. Organisational Context and Multivariate Determinim 

The influence of other idiosyncratic contextual factors 

(organisational size particularly) stands at the centre of Blau, 

Hall, Pugh and Hickson's works. On the basis of quantitative 

studies on all the U. S. employment agencies, Blau aims at 

determining a formal and deductive theory of the organisation, s 

structural differentiation, within a spatialo functionalt 

hierarchical and occupational scope. His conclusions can be 

summarised as follows: the larger the organisational size,, the more 

accurate the structural differentiation# but with a decreasing 

intensity and effect of the law. 36 In their research on a sample 

of Midlands work organi3ationat Pught and Hickson et al. refuse to 

confer such a central role to organisational size. Criticising 

what they label as a unidimensional approach leading to privilege a 

priori a single contextual variable (technology, sizet goals, etc. ) 

they advocate a multidimensional approach, in order to encompass the 

context's influence on the organisational structures. Seven 

contextual factors were taken into Consideration and used as 

independent variables in a multIvariate regression analysis. The 
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objective was to predict three major structural dimensions 

previously assessed by an empirical research: activity 

organisation, authority concentration, line-control of workflow. 37 

On the grounds of this research result, the authors concluded that 

organisational structure is an essentially multidimensional 

phenomenon and that, accordinglys a unitary concept like 

bureaucracy, for instance, proves of very limited interesto since 

the organisational structures may vary on each of the three major 

dimensions. 38 

Howevert multivariate as they bet taose studies are bound to be 

partial. Their results suffer from shortcomings inherent in the 

statistical methodology which is used: a non-negligible fraction of 

the total variance remains unexplained by the model. Th e 

formalistic nature of these studies is questioned by Crozier and 

Friedberg: 39 

being content with articulating statistical correlations 
between structural and organi3ational variables within formal 
models of structural evolution in organisations, those 
researches consider organisational. structures ... as the sole 
mediation between the 'context' and the organisation's 
performances, they attribute to those formal characteristics a 
privilegeds if not exclusive, explicative value. " 

In fact, what Crozier and Friedberg question is the 

quantification of the structural variables: they hold that the 

difficulty of achieving such a quantification leads to reductionism. 

There seems to be a crucial point that Crozier and Friedberg have 

overlooked in their analysis: the limits mathematically ascribed to 

a model do not impair its logica. L value. Invalidity may arise 

when, and only when, one tries to operate the model beyond these 

mathematical limits (generally confidence intervals, level Of 

significancep ... ). Horeoverp and particularly in Pugh's workst the 

basic theoretical propositions are somewhat more elaborated and 

differentiated than Crozier's reproach for reductionism tends to 
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suggest. 

On the other hands what those results indisputably suggest is 

that the unexplained variance is liable to a non-quantitative 

appraisal or, at least, that quantitative approaches are not 

entirely successful in their assessment of organisational 

idiosyncraciesv as these may be related to exo- or endo- 

characteristics. 

1.1.2.1.3. External Con3traint3 and Adaptation to 
Environmental Requirements 

The patterns of adjustment which take place between the 

orgaaisatioaal structures and the environmental requirements 

constitute the main rocus of the researches which are reviewed in 

the following lines. 

In one or the first investigations concerned with such problems, 

Burns and Stalker concentrate on the degree of adaptation of more or 

less bureaucratic organi3ational structures to varying states of 

their economic or social environment. 40 Based on the study of 

twenty Britisa companies, their research gives rise to two ideal- 

typical organi3ational modelst each of them being adapted to a 

particular state of the economic and social environment: the 

mechanistic model (strict. hierarchy, vertical communication, rigidly 

defined taskst 3peciali3ation of tasks ... ) and the organic model 
(fluidity of tasks, lateral communications decentralisation). The 

former is considered as efficient when technology does not changes 

while the latter is advocated when the firm is faced by changing 

environnent. 

Following a similar methodologyt Emery and Trist pointed out 

causal inter-relationshipa in the environment. 41 From a different 

starting points Lawrence and Lor3oh came to analogous conclusions: 
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there exists a fundamental relationship between U) external 

variables (uncertaintyp diversity of the environmental Oonstraints)p 

(il) internal states of integration and differentiationt and (iii) 

conflict solving procedure3.42 The more the organisational 

structures and procedures take into account this relationship, the 

better the organisational performance. This approach is not an a 

priori oney since it does not advocate any one best way: the most 

suitable degree of integration and differentiation is contingent 

(the term of "structural contingency" is due to Lawrence and Lorsch) 

upon the environmental characteristics. 

Howevers in an article publisted in 19729 Child critioises thi3 

conception of the environment as a set of impersonal and objective 

factors which unilaterally affects orpnigation&43 According to 

Childt environment is not univocal. It involves ambiguous and 

changing requirementst which may be divergent, if not contradictory. 

From this results a source of indeterminations which gives rise to 

alternative choices and freedom in the relationships between the 

organisation and its environment. In other wordst the 

environmental requirements are not "disincarnated" factors. They 

are experienced as constraints by the organisational actors through 

their actions and choices. This point will be studied at length 

below. 

Recapitulation on the Contingency Theory of Organization 

The contingency theory of organisation is not an a priori approach. 

The researchers whose works were examined above are not content with 

applying a priori tenets. On the contraryt they resort to an 

empirical assessment of the f irm's situation in order to identify 

the requirements the firm is to meet, the problems which are to be 

solved by developing efficient (i. e. 9, Noongruent") organisational 
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structures. Howevert to what extent is this approach capable of 

giving rise to an operational assessment of the firm's 

idiosyncracies and its probable response to environmental change 

(including industrial innovation)? Two major elements limit the 

practica. L relevance of this approach to the topic of the present 

research: 

( i) Static appraisal: the almost exclusive attention to formal 

characteristics results in a static description of the 

organisationa. L phenomenon while change is reduced to a quasi- 

mechanical process of unilateral adjustment of the structures 

to the environment. 

Strategy overlooking: considering organisational structures 

as the sole mediation between the "contextual variables" and 

Iforgani3ational performance" results in neglecting inner 

strategic influences such as the "prevailing coalitions" 

described by Cyert and March. 44 Conceptua. Lising an 

operational interface between corporate idiosyncracies 

(inasmuch as they constitute the organi3ation's climate) and 

the adoption of new indU3trial products or processes calls for 

a deeper attention to indiVidual strategies in the 

or gani 3a ti o n. 

Taking into Consideration the strategic side of the 

organtsation is the main concern of the school examined in the next 

sub-section. 

1.12.2. The Corporate Development Model 

This trend dates back to Chandler's study of four large American 

firms (Du Pont de Nemours, General MorOr3, Standard Oil New-Jersey, 

and Sears Roebuck). 45 As he was concerned with describing the 
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relationships between these companiest strategies and their 

structures, he found that the structure seemed to stem from the 

strategy: the structure lookea as though it adapted to strategies. 

However# it is to be noticed that "strategy", in this contexts is 

understood at the company levels rather than at the incividual 

1 ev el. 

A body of researches carried out at Harvard University and in 

Europe has helped to oonceptualise this proposition and suggests a 

model of corporate development. 46 Hore recently, a study conducted 

in Great Britain on forty-eight firms pointed out a correlation of 

0.36 between the extent of diversification in the firm's strategy 

and the divisionalisation of structures. This values though not 

large, remained essentially the same when a number of other factors 

were controlled: it does not appear to be attributable to any third 

variable. 47 

This approach is not an a priori one, since it does not 

postulate any given type of strategy on the part of the 

organisations under consideration. Nevertheless, this movement 

should be related to Positivistic doctrineso since it sets forward a 

threefold development model very akint in its essence, to Auguste 

Comte's "law of the three states": 48 after the entrepreneurial 

initial stages the firm will go through a second phase, 

corresponding to a specialised structure andt eventually, at the 

third stages the firm is compelled (or impelled) to diversify its 

structure. 

However, this school has contributed to widening the scope of 

the non-positivistic approacheat to an assessment of which the next 

part of this section is devoted. 
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12. Non-Positivistia Theories 

1.2.1. Me Strategio Theory of Organined Aotion 

The epistemological background of this theory must be related back 

to the works of March and Simon, 49 Allison5O and Lindblom5l on 

rationalities and strategies. Based on the seminal concept of 

"bounded rationality" and the contention that an organisation 

cannot totally repress any of its elements* this theory's basic 

tenet is the following: 52 

"If one admits that, within any organisation, the individual 
actor enjoys an irreducible degree of freedomp then there is 
no understanding his or her empirically observable behaviour 
through the sole rationality of the organisational objectives, 
functions and stuctures, as though those were given 
circumstances to which the individual could not but adapt. " 

This statement that ary organisational. actor's degree of freedom 

is irreducible to zero is grounded on the contention that any actor 

can always use his faculty of retention of information ando thus, 

command a critical zone of uncertainty for the other actors. Then, 

any actor is apportionated a particular amount of powers in relation 

with the relevance of the information he detains. In turn# this 

power is used to achieve the actor's strategy in the organisation. 

Neverthele3ist it is held that each strategy cannot be understood 

with the sole reference to the past behaviour of the corresponding 

actor. According to this, theory, any strategy must be interpreted 

in relation to a particular rationalityp bounded by its level of 

inf ormation. 

Brieflyt rationalities are considered at the individual or small 

group level and each rationality consists of a particular set of 

criteria to relate means to ends. Thent each rationality attaches to 

a particular strategy,, or network of means and ends. These ends 

are company related but may be different from the "organi3ational. 

goal 3 ". 
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Despite the major twofold contentiont this approach is neither a 

positivistic nor an a priori one. Indeedt no particular strategy 

is postulated on the part of the actors: they use their irreducible 

degree of freedom to implement means-ends series whose terms are not 

predetermined by the theory. 

1.2.2. The Phenomenological Approach to Organisational. Sociology 

This approach results from SchrItz's synthesis53 of the theses held 

by Weber54 and Husser155 and has given rise to an important body of 

research56. Basicallyt this approach holds that: 

The organisational actor's behaviour is always meaningful, 

although the researcher may find it difficult to relate this 

behaviour to "rational objectives"; 

(ii) The actor's behaviour is to be interpreted in the light of 

his consciousness, as this behaviour attaches to the subject's 

perceptionst "protentions", projects and intentions. 

Phenomenology is then defined as a perspective of gaining 

knowledge of reality by focusing on an individualts subjective 

experience at the individual or at the social level. 57 As far as 

methodology is concerned, the use of the spoken, articulated, 

consciousness experience stands as the raw data of the 

phenomenologist. This school acknowledges that notions such as 

consciousnes3o motivationt attitude# etc. 9 are all unobservable. 
But it is held that these notions are embedded in language which the 

researcher has to examine and look into until he grasps the 

subjective or social reality they contain. Clearlyp this approach 

has nothing to do with positivism. Positivism studies and 

generally quantifies the relationships between things postulated as 

being located out there, posited out there, or between a subject and 
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an object OUt3ide himself. Moreovert by definition, the 

phenomenological approach is opposed to a priori propositions. 

Indisputably# by enabling the researcher to focus on the 

organisational actor's perceptions as they relate to his behaviour, 

this approach proves to be particularly congruent with the special 

concern of this research. At this stage of the analysis, a brief 

recapitulation can be provided. 

Intermediate Recapitulation 

Firsts to draw relationships between non-strictly techno-economic 

corporate idiosyncracies and industrial innovation acceptance, 

Professor Baker's proposition that the adoption of a new 

technological product or process is strongly influenced by the 

subjective perception of the decision-makers has been accepted 

(Chapter II). Second, the suggestion that the actors' perceptions 

are associated with the idiosyncracies of the organisation they 

belong too as the set of these idiosyneracie3 could be denoted by 

the concept of "organ13ational climate"t has been also accepted. 

Thirds, the main organisational theories have been reviewed. 

The point at issue was not to set forward value Judgments. Indeed, 

a-priorism or positivism are not drawbacks in themselves. What 

matters is the congruence between these approaches and the problem 

under consideration. When studying changes a-priorism is likely to 

impair one's judgment. On the other hand, positivistic postulates 

are inadequate when 'dealing with subjective (Le., experienced by a 

subject) notion& As a results two approaches prove particularly 

capable of furnishing a suitable conceptual framework for the 

present research: 

The Strategic Theory or Organised Action, for it enable3 a 
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dynamic character isat ion of the firm mrough the study of the 

firm's competing rationalities as they attach to particular 

strategies. 

(ii) The Phenomenological Approach to Organisational Sociology, for 

it enables the researcher to relate rationalities and 

strategies within the firm to the organisationai actors' 

perceptions and decisions. 

SECTION 2 PRAXIOLOGY: PARADIGM AND ASSESSMENT OF 
ORGANISATIONAL CLIMATE 

This section is concerned with the "practice" (or praxis) of 

organisational climate studies. The questions to answer are: How 

is the concept defined?; What does organisational climate consist of 
(according to organisational theorists)?; How is it assessed? In 

short, this section deals with the various attempts which have been 

made in order to understand organisational climate and assess its 

influence on organisational phenomena. 

However, a closely related notion must be examined f irst, in 

order to avoid confusion. This is dealt with in the following sub- 

section. 

2.1. A Closely Related Notion : Organisational Culture 

Smircich has recently pointed out the intersection of "culture 

theory" and organisational theory. 58 According to Smircich, this 

intersection appears through five current research themes : 

comparative management, organisational cognition, corporate culture, 

organisational symbolism, and unconscious processes in 

organisations. 

Researchers pursue these themes for different purposes and their 
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works are based on different assumptions about the nature of culture 

and organisation. Indisputably, researchers are more and more, - 

linking the concept of culture with the study of organisations. As 

the symbolic aspects of organised settings were increasingly 

recognised, calls for a cultural perspective on organisation 
59 developed . 

This trend is particularly obvious in Turner's works60 and in 

more recent contributions by Pettigrev, 61 or Whorton and Worthley62. 

PeterS63 and Pfeffer, 64 among others, have recently treated 

management as a symbolic activity. 

On the other hand, Dandridge, 65 Wilkins and Martin, 66 Martin and 

Powers67 or Trice and Beyer, 68 inter alia, have enhanced the power 

of organisational symbolism, legends, stories, myths and ceremonies 

(see 2.1.2. ). 

The general concept of organisational culture is widely referred 

to in the literature, and it would be somewhat pointless to review 

at length what is already available in textbooks. Consequently, 

the sub-section below (2.1.1. ) provides a summary of the classical 

classification of organisational culture, before concentrating (in 

2.1.2. ) on more recent propositions in the consulting world. 

2.1.1. The Classical Classification of Organisational Cultures 

Built on the definition of organisational culture as a combination 

of "deep-set beliefs about the way work should be organised, the way 

authority should be exercised, people rewarded, people controlled", 

four categories are commonly distinguished. 69 

The following figure provides a summary of their main features. 
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Fig. 7- Four types of organisational cultures 
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From a marketing viewpoint, nis "segmentation" is mainly useful 

in categorising decision-making processes within the potential 

adopters' organisations. However, such a classification has been 

worked out in more detail in modern decisiov-making theories, which 

will be reviewed in due course. 

A Consulting Approach to Organisational Culture 

Within the scope of these researches, the usual term is, not 

s urprisingly, "corporate culture", as opposed to "organisational 

culture". This type of study is termed a "consulting" approach 

because its defenders, most of whom are consultants, are concerned 

with providing advice in terms of managing corporate cultures, that 

is, in their own words, "to understand them, shape them, and retool 

them when change is necessary.,, 70 Deal and Kennedy's study 

originated as they became convinced that firms' structures and 

strategies are more symbolic than substantive. 71 As an 

exploratory research, Deal and Kennedy (respectively from Harvard's 
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Graduate School and McKinsey & Co. ) asked the following questions to 

MaKinsey's consultants about companies they knew on a first hand 

basis: 

W Does Company X have one or more visible beliefs? 

( ii) If sop what are they? 

(iii) Do people in the organisation know these beliefs? If sop 

who? And how many? 

(iv) How do these beliefs affect day-to-day business? 

(v) How are the beliefs communicated to the organisation? 

(vi) Are the beliefs reinforced by formal personnel processes, 

recognition* rewards? 

(vii) How would you characteri3e the performance of the company? 

Over a period of about six monthat they developed a 

characterisation of nearly eighry firms. They found out that: 

Of all the companies surveyed, only one third (twenty-f ive) 

had clearly articulated beliefs; 

(ii) Of this third, two thirds had qualitative beliefs, or values, 

such as IIIBH means services"; the remaining third had 

financially oriented goals that were widely understood. 

iii) Of the eighteen companies with qualitative belief so all were 
"uniformly outstanding performers"t while the other companies 
had their "ups and downs". 7he consistently high performers 

were characterised as strong culture companies. 72 

It is worth noting that Kennedy and Deal, in a rather normative 

wayq consider that a corporate culture embodies what it takes to 

succeed in the broader social and business environment in which the 

company operates. 73 

Analytically, corporate culture is viewed as resulting from five 

elements: 
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W Business environment; 

(ii) Values, which define success in concrete terms for employees, 

and establish standards of achievement within the 

organisation; 

(iii) Heroes, who provide tangible role models for employees to 

f ollow; 

(iv) Rites and rituals, which are the systematic and programmed 

routines of day-to-day life in the company; 

(V) Cultural network which, as the primary means of communication 

within the firm,, is the "carrier" of corporate values and 

heroic mythology. 74 

Thent Deal and Kennedy applied this framework to an extensive 

sample of corporations they had known either through consulting 

activities or report studies. 

Their conclusions were that "many companies fall into four 

general categories or types of cultures.,, 75 These categories stem 

from two factors in the market place: the degree of risk associated 

with the company's activities, and the speed at which companies - 

and their employees - get feedback on whether decisions or 

strategies were successful. 

From these I'miarket realities" (as these researchers have it), 

four generic cultures are distilledt which may be illustrated by the 

f ol 1 ow i ng di agr am. 
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Fig. 8- Four types of corporate cultures 

High "Bet-your-compary "Tough-guy, macho 
risk culture" culture" 

--------------------------- 

to is Low Process culture" Work hard/play hard 
risk culture" 

> 
Slow feedback Quick feedback 

Deal and Kennedy defines these cultures as follows: 

(i) The "tough-guy, macho culture": a world of individualiSt3 who 

regularly take high risks and get quick feedback on whether 
their actions were right or wrong. 

(ii) The "work hard/play hard culture,,: fun and action are the 

rule here, and employees take few ri3ics, all with quick 

feedbacks; to succeeds, the culture encourages them to 

maintain a high level of relatively low risk activity. 

(iii) The "bet-your-compar4r culture": refers to cultures with big- 

stakes decisions, where years pass before employees know 

whether decisions have paid off. They operate in a high risk,, 

slow feedback environment. 

(iv) The "process culture": a world of little or no feedback where 

employees find it hard to measure what they do; instead they 

concentrate on how it is done. 

Then, beyond a colourful taxonomy, what is the contribution of 

this research ? This approach seems to bear the hallmark of the 

consultancy (more to the pointo the McKinsey) syndrome. 

Indisputablyt from the marketer's viewpointp Deal and Kennedy's 

survey suffers from a normative appraisal. Advocating "strong 

culture" in corporations provides poor help in marketing products. 

Obviouslyt this was not the authors' objective. In short, their 
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approach is aimed at furnishing managers with a technology of 

organisational culture control. This becomes clear as the authors 

express a tenet such as: 76 

"... a strong culture is a powerful lever for guiding 
behavior... A strong culture enables people to feel better 
about what they dot so they are more likely to work harder. " 

This argument points out the differences between organi3ational 

climate and corporate culture approaches. 

Firstlyt the prescriptive corporate culture approach implies a 

one-way relationship between cultures' elements (norms, values, 

etc. ) and the people in the organisatiom A change in the culture 

should entail a change in the employees' behaviour. In fact, as 

noticed by Smircich, consistent with the framework of the system 

theory, this research conceives of an organisation as existing in a 

largely determinant relationship with its enviroment. 77 It is held 

that the environment presents imperatives for beliaviour that 

managers may enact in their organisation through symbolic means. 78 

As it is argued in Deal and Kennedy's work - but this appears as 

well in Peters and Waterman's now famous publication#79 

organisations with 11stronW1 cultures are apt to be more successful. 

The underlying assumption is that the symbolic or cultural dimension 

in some way contributes to the overall Systemic balance and 

effectiveness of an organisation. 
80 

Actually, the concept of "culture management" clearly suggests 

that most of the corporate culture's elements are under 

management's contro. L. As will be indicated later, organisational 

climate is viewed as a set of organisational idio3yncracies less 

likely to be "handled". 

Secondlyt the corporate culture approach considers culture as 

existing out with the people in the organ: t3ation, Th13 conception 

is opposea by a strenthening stream in the organisational climate 
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literature. 

However# corporate culture classifications could be used as a 

basis for micro-segmentation. But categories such as the four 

proposed by Deal and Kennedy are too broad to enable an operational 

segmentation of the potential customers. Generally, innovators do 

not need further study to know whether their potential customers are 

operating in a high or low risk and quick or slow feedback 

environment. 

Moreover, tne classification is hardly precise enough to allow 

for targeting promotion or sale efforts at the right segment in the 

potential adopter firms. 

22. Overview of Organi3atlonal Climate Definitions 

As Baker wrote, "the concept of climate is familiar to us allp and 

is implicit in everyday expressions such as 'the climate is 

for/against ... 1; 'an academic climate is more conducive to ... 1; 

'the industrial climate... ', its formal definition is, however, 

beset with difficulties if it is to avoid a level of generality 

and/or triviality which renders it useless. 1181 This may be a reason 

for various attemptst of which some are contradictory. The 

following summary purports to present some "classical" statements 

about organisational climatet in order to draw attention to 

differences between oppo3ea or divergent perspectives. 

2.2.1. Synoptio Summar7 

The present sub-3ection is aimed at providing a synoptic overwiew of 

the various propositions and objectidns aroused by the concept of 

organisational climate (O. C. ). 
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Fig-9- The organisational. climate concept: 
propositions and objections 

PROPOSITIONS 

Organisational climate is equivalent 
to organisational culturet which 
includes normst values# and the 
firm's history. (Blake & Houton(82)9 
Katz & Kahn(83)] 

O. C. is a normative structure of at- 
titudinal and behavioural standards 
which: 
- provides a basis for interpreting 

situations; 
- acts as a source of pressure for 

directing activity. 
(Georgopoulos(85)) 

O. C. refers to distinctive organi- 
sational characteristics influencing 
members' behaviour. 
[Forehand & GJlmer(86)] 

1* 

/ 
\ 

/ 
0 0. C. relates to a set of organi- I 

sational attributes which are 
perceived by the organisation's 
members. (Hellriegel & Slocum] 

and which: 
- results from higher members$ beha- 1* 

viour and policies; 
- serves as a basis for interpreting 

situations; 
- acts as a source of directing 

activity. 
(Pritchard & Karasick(88), Tagiury(89)11 

and wnich is amenable to measurement. 1 
[Litwin & Stringer(90)] 

0. C. is the integrated set of 
the company's content, struc- 
ture, process, pbysical envi- 
ronnent and system of values 
and norms. [James & Jones(91)] 

O. C. is a set of organisational 
attributes which are contingent 
upon the way in which the 
organisation members perceive 
their world of work. EGavin(92)] 

CBJECTIONS 

The concept of culture as 
the basis for definition 
of organisational, climate 
is too broad. [Evan(84)) 

Excessive attention is 
giv en to objective 
measures of climate's 
attributes. [Hellriegel 
& Slocum(87)] 

Positivistic research 
methodologies cannot 
reflect subjective per- 
oeptions. [Phenomenolo- 
gical Approach to Orga- 
ni3ational Sociology] 

One proposition cannot be logically included in Fig. 9 because it 
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does not explicitly refer to organisational climate. Thi s 

proposition is Larcon and Reitter's definition of corporate 

identity ("identite dlentreprise"). This conception is a 

compromise between corporate culture and organisational climate. 

It refers to the integration of political and strategic factors 

with symbolical and imaginary factors. 93 However# the Strategic 

Theory of Organised Action opposes to the view of the merging 

unity of the organisation's members that of a plurality of 

individual strategies. Here again, the contradiction seems to lie 

in normative versus non-prescriptive standpoints. 

Reviewing most of the propositions mentioned above, El- Sherberw 

was able to select three major features of the concept of 

organisational. climate: 

Organisational climate refers to a set of characteristics 

which are peculiar to a certain organi3ation and distinguish 

it from other organisations; 

(ii) Organisational, climate influences the behaviour of people in 

the organisation in that it acts upon their attitudes* 

motivations and/or expectations which are direct determinants 

of their behaviour; 

(iii) Organisational climate is amenable to subjective 

interpretation by members of the organisation in light of 

their cognitive and evaluative constructs. 94 

2.2.2. Comments 

Clearly* three major trends emerge from these various definitions, 

which El-Sherbeny tried to reconcile. Organisational climate is 

viewea as either (i) a set of objective factors existing per se; or 
(ii) a set of objective attributest which must be perceived and 

which are amenable to measurement; or (iii) a set of subjective 
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phenomena which do not lend themselves to positivistic assessment& 

In this respecto Baker recalls Lord Kelvin (who, as far as 
"climate, ' is concerned, seems particularly relevant) saying that 

"measurement is essential to knowledge and under 3tanding.,, 95 

However, organisational climate assessment could be compared to the 

definition of succes or failure of new products: it is a matter of 

subjective interpretation& In Market Develonment, Baker makes the 

point clearly : 96 

It. the only sure test of success or failure [is] the 
subjective criterion of the firm's own perception and no 
externalt objective measure is available which can be applied 
across the board. " 

A similar assertion may be made with respect to organisational 

climate: as a set of objective idiosyneracies independent from the 

organisation's members, the concept is of poor interest. When 

organisational climate is viewed as a set of corporate idiosyncratic 

attributes existing through employees' perceptions a secondary 

question arises: that of assessment methods. 

This theme is treated im the chapter devoted to research 

methodology options. 

In any case# whatever the methodology may be# one property is 

essentially inherent in measurement or Systematic (as opposed to 

purely intuitive) assessment: dimensionality. kny measurement 

. supposes at least one dimensions or a continuous predicate to which 

degrees can be ascribed. It is not necessary for the predicate to 

denote a physical variablet nor for the degrees to be numerals 

and/or to be at equal or proportional intervals. Usually, the 

variable is a property or refers to a property while degrees denote 

the intensity of the association between the property (i. e. the 

predicate, or dimension) and some object& kn easy way to demarcate 

continuous predicates is to examine what happens when one put 'Overy" 
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berore the predicate. If the sentence is meaningful, Le if it is a 

proposition, the predicate is continuous. All dimensions can be 

expressed in terms of continuous predicates. For example "size" is 

not a continuous predicate (viz. "very size" is meaningless), but 

Illarge" is a continuous predicate (viz. "very large" is meaningful), 

and "largeness" is a mode of "size": it is the property of the 

objects whose grades would be concentrated at the positive extreme 

of the dimension "size" if they were measured along that axis. 

The fact that dimensionality plays a central role in measurement 

leads one to reviewing the dimensions of organisational climate 

which are usually quoted in the literature. 

2.3. Dimen3ions of Organi3ational Climate 

In jh. Q Nature ar Decision Theory, White points out that applying any 

theory, be it putative or not, calls for certain measurements. But 

this does not presume the nature of these measurements. Rather, 

what White emphasises is that "measurement" is the ineluctable point 

where theory and practice must meet. 

Then, these measurements have to be integrated in the theory 

from the point of view of their meaning and practical derivation. 97 

Organisational climate dimensions are what enable such assessments 

to be made. 

The following discussion aims at providing an overview of most 

of the dimensions referred to in the literature. By doing so, it 

is hoped to find clues to a suitable formulation of the problem. 

Synoptic Summary 

Five major dimensions are usually distinguished, and most of the 

propositions may be related to one of them, as Fig. 10 indicates. 
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Organizational Climate Dimensiona - Fig. 10 

IOrgani3ational 
13tructure 

lostructural factors" 
I (Forehand & Gilmer, 1964) 
1"Structurer individual res nsibijity" 0 I (Litwin & Stringers, 1969 ) 
1"Individual. autonomy" 
I (Campbell et al. 9 1970) 
! "Intergroup clarity and conformity" I- (Barth, 1970) 
P'Structural elasticity,, uncertainty" 1 (Chakrabartip 1972) 
1"Size, centralisation of decision- 
11-making, formalisation of procedures" 1 (Lawler et al., 1974) 

lOrganisational 
I risk- taking 

"Risk" (Waltont 1961; Colosky, 1967) 
1"Security vs risk" I (Campbell & Beaty, 1971) 
1 "Risk- taking" (Litwin & Stringerv 1968; 
1 Barthp 197u; Chakrabarti, 1972) 

lReward 
"Rewards" (Litwin & Stringer, 1968; 

1 Meyert 1968; Campbell & Beatyp 1971; 
I Jonannesson, 1973) 
"Reward orientation" (Campbell et al. t 1970) 

1"Reward emphasis" (Lawler et al., 1974) 
ITolerance of conflicts 

"Tolerance of conflictu(Coloskyv 1967) 
"Conflict" (Litwin & Stringer, 1968) 

1"Conflict vs cooperation" I (Pritchard & Karasickp 1973) 
1"Organisational process" (Lawler et al., 1974) 

lWarath and support 
I "Leader approachability" I I (Friedlander, 1966) 

I"Warmth and support" (Coloskyp 1967; 
1 Litwin & Stringer, 1968; 
1 Campbell et al. v 1970) 
11"Team efforto team 3pirit"(Meyert 1968; 
1 Kegan. 1971; Jonannesson, 1973) 
"Supportivene3a" 

(Pritchard & Karasick, 1973) 

The references are quoted by El-Sherbeny, and his review of the 

definitions of these five dimensions may be summarised as follows-. 

( i) "Organisational structure" refers to rules, procedures 
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policies and practices to which people in the organisation 

feel they have to oonform. 

(ii) "Organisational risk-taking" refers to the degree to which 

employees are encouraged to take risks in their tasks. 

(iii) "Reward" refers to the degree to which people in the 

organisation feel they are rewarded for initiating good ideast 

and performing their jobs satisfactorily. 

(iv) "Tolerance of conflict" refers to the willingness of 

management to allow different opinions and confront various 

Views. 
(v) "Warmth and support" refers to the extent to which management 

facilitates informal interpersonal or interdepartmental 

communication. 

In a more analytical perspectivet James and Jones have built up 

a list of objective elements whicht in their viewo constitute the 

components of organisational climate-98 This list may be 

summarised as Fig. 11 indicates. 

Fig. 11- Components of organi3ational climate 
(after James and Jones) 

Content Structure Proceiss 

It Goals/objective 1W Size It Leadership 
10 Ownership and Centralisation 1* Communication 
I control of deoision-making It Control 
of Charter 1# Standardisation of Conflict resolution I 

(diversity of I procedures Change 
mission) 1* Interdependence of Coordination 

10 Dependence subsystems Selection 
1# Resources Sociali3ation 
J# Age Reward 
10 Function It Decision-making 
It L ev ej. of It Status and power 

technology relationships 
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Fig. 11- Contd 

Physical. System's Values and 
Environment Norms 

1* Physical space characteristics Conformity 
I* Personal. protection I* Ra tio nali ty 
10 Remoteness Predictability 
10 Environmental hazards Impersonality 
10 Space restrictions and Loyalty 

confinment I* Reciprocity 
Endurance demands 1* Adherence to chain of 

It Environmental stresses 0, - command 
I* Local (cosmopolitan) 

orientation 
Programmed (unprogrammed) 
approaches to problem 

1 solving 

2.3.2. Comments 

According to El-Sherbeny, in comparison with the extensive 

literature which is available on the impact of organisational 

climate dimensions upon job satisfaction and effectiveness, only a 

little effort has been directed to investigate the relationship 

between those dimensions and the organisation's receptivity to new 

ideas. 99 As previously pointed outo such an investigation is# 

neverthelesso of great operational interest to the innovator. But 

these various attempts to analy3e organisational climate into 

dimensions reveal another aspect of the concept: organisational 

climate is too broad a concept to account for a given organisational 

situation. The organisational climate concept becomes helpful when 

it is broken into dimensions on which various organi3ational 

situations may be asae3ed. Thens one may raise the question of the 

utility of the organisational climate concept: since one has to 

resort to dimensions to interpret a given situation, why not simply 

consider the idio3yncracies themselves (structures, tolerance of 

conflict,... ) and neglect the general concept ? The reason for 

using the concept of orgaai3ational climate is that it clearly 
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indicates that the dimensions mentioned above are not independent: 

each of their combinations is a singular one. 7be implicit postulate 

of the organisational climate approach is that understanding 

organisational situations requirest beyond the knowledge of the 

dimensions' idiosyncratic features* insights into how these 

dimensions interact in the idiosyncratic context of the organisation 

under consideration. As a conclusiont it can be said that some 

investigators see organisational climate as containing certain 

characteristics or phenomena which make it an objective reality: 100 

II(Organisatioaal climate is something) which exists outside of 
the organisation's members. Something which is located 'out 
therelt which affects their behaviour and which makes the 
organisatioa distinct -from others. " 

Another school of organisational climate researchers accepts the 

objective existence of climatic factors such as groups, individuals, 

external environment* but also holds that the climate depends on the 

way in which the organisational members perceive their world of 

work. 
101 

With regard to the various field sites and methods of data 

collection that were used in organisational climate studies, a 

reasonably complete summary is provided by El-Sherbeny, so the 

present research can concentrate on methodological questions. 102 

All these research methods resorted to questionnaires, sometimes 

together with interviews or group meeting observations. Rather 

than quoting the series of the attempts made to assess 

organisational climate's dimensionst it seems more instructive to 

study two researches, typifying and representing the methodology to 

which they resorted. The following sub-section is devoted to this 

purpose. 
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2.4. Threata to Organisational Climate ks3esment 

Two selected examples in the contemporary literature will shed some 

light on the major threats to organisational climate assessment. 

Violated Rationalities 

El-Sherbeny's research provides a good example for argument. His 

research concentrated on assessing behavioural and organisational. 

influences upon the adoption of industrial product innovations. 

The Crawford-Piakering multi-colour machine (used in the manufacture 

of tufted carpets) was selected as the practical basis for his 

empirical findings. The sample consisted of 26 companies operating 

in the tufted carpet industry. EI-Sherbeny focused the analysis on 

assessing association between five sets of firm-related variables 

and adoption responses. These variables were: 

W Organisational climate (favourable/unfavorable to risk taking, 

rewards for innovative ideas and facilitating interpersonal 

communication); 

(ii) Top management attitudes (3UPportivene33 to innovation); 

(iii) Orientation of the firm towards marketing; 

( IV) System of internal organi3ation for generating innovations; 

(v) Information acquisition policies and strategies. 

Five questionnaires were addressed to each managing director 

together with a covering letter asking him, and those of his 

colleagues who were involved in the decision about the innovationt 

to complete the questionnaires (in the absence of precise 
information the managing director appeared to be the most 

appropriate to approach in 3UCh situation). The statistical 

methods which were used to analyse the data were: 
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U) The analysis of means completed With "t-te3t" (to assess how 

different were the adopters and non-adopter3 in respect of the 

values of the independent variables); 

(ii) The computation of correlation Coefficients between the 

dependent variable (adoption or rejection) and each of the 

independent variables (resulting from the five dimensions 

mentioned above). 

The findings generally corroborated the classicai associations 

between perceived advantage of the innovation and adoption. More 

interesting are the findings related to association between risk- 

taking attitude and adoption. ' According to El-Sherbenyt the risk- 

taking variable has succeeced in distinguishing between adopter and 

non-adopter firms: "The r13k-taking behaviour of adopters was found 

to be Consistently different from that of non- adopters. le 103 He 

concluded that: 

W "Adopters perceived the innovation as less risky than did 
non-adopters"(p. 343); 

(ii) "The perceived confidence is greater among adopters than 
among non-adopters, in regard to the (technico-economic) 
conditions related to the machine". (p. 346) 

Thent to what extent can it be held that the adopters were risk- 

takers? When asked (p. 343): 11 How much were you personally taking 

risk in the decision ? 11 the adopters' scores were about half that of 
the non-adopters. No doubtt the managers of the adopter firm would 

be surprised to be called urisk-takersý. Howevert the managerial 

literature states a contrary opinion and very often one comes 

across expressions such as: "... it is a truism that innovation is 

high. Ly risicy"; 104 or "... innovation is essentially a risky 

process". 105 In other wordst those the literature labels as "risk- 

takers" think they do anything but take risks. How can the paradox 

be resolved? The solution seems to be the following: managers and 

researchers are not talking about the same thing. As a 
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phenomenologist would sayt risk does not show itself in the same 

light in adopters and marketing researchers' consciousness: 

( i) The manager seems to answer a question asking: "Was y our 

decision encompassing threats to your status or to the 

firm's welfare? " 

While the researcher means something like: IqDoes the adopter 

have accurate knowledge of the probability distribution of 

th e consequences of each al ter na tiv e (adoption 

rejection)? "' 06 

This points out the major threat to understanding organi3ational 

situations. The researcher's quest for "objectivity" may in3til 

an alien rationality in the process of collecting information from 

the innovators. In other wordso, the investigator may "Violate" the 

respondent's rationality. By "rationality"t March means a 

procedure for deciding what is correct behaviour by relating 

consequences systematically to objectives-107 Thuss, the concept of 

rationality,, at the individual levels is factorable to the following 

dimensions: 

W An adjusting proceduret 

(ii) Reference objeCtiV83i, 

(iii) Adjusted P03sible consequences. 

Therefores it follows that the three main ways in which the 

innovator's rationality can be violated are, on the part of the 

researcher: 

Procedure violations, or the implicit/explicit reference to an 

adjusting procedure which differs from the respondent'3; 

Objective violationo, or the presumption of objectives which 

differ from the respondent's actual reference objectives; 

94 



CHAPTER III 

(iii) Consequence violationt or the presupposition of adjusted 

consequences which differ from the respondent's own 

perception of the possible consequences of his behaviour. 

2.4.2. Tautologie3 

An impressive pacemaking contribution to the lore of innovation in 

organisations was made in 1967, when Charles Carter and Bruce 

Williams publisned their study on the Factors Governin tA2 Speed 
_Qt 

Agglicatio Ar Science" 108 In facto their study was not 

explicitly dealing with organisational climates but its central 

concern was very akino if not identical, to that of studying 

organisational climate's dimensions. The methodology followed by 

Carter and Williams was to categorise (a priori) firms as either 

progressive or non-progressive and then discriminate those common 

factors which distinguish one set from the other. As they 

noted: 109 

I$*-* the significant outcome is that there are twenty-four 
characteristics which are not only (by definition) present in 
progressive firms, but also prove to be generally absent in 
unprogressive firms. These we may fairly call 'characteristics related to progressiveness'. " 

The method is interesting from an epistemological viewpoint. 

Carter and Williams's approach deals with the general problem of 

conceptst or universal3o and could be related to HeideggerI3 famous 

dilemma: the philosopher's purpose is to gain insights into and 

study Art; but as, by definitions he does not know what Art is as a 

conceptt he must resort to the empirical study of works of art. 

But then the philosopher faces an other indeterminant: how can he 

distinguish works of art from anything else sincep by definition 

again, he does not know what is Art? ' 10 

Similarlyp One is Ontir-10M to qU63tiOn the methodological 
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foundation of Carter and Williams's approach# and to wonder 

whether, and to what extent# the 24 characteristics were not, among 

others, and perhaps less accurately conceptuali3edo already present 

in the researchers' mind, since they were able to oategorise the 

"group of highly progressive firms" a priori. 

From the aforesaid, it follows that the main contribution of 
this research was one of explicitation. Thent using a simple 

weighting scale (from zero to eight for each characteristic) Carter 

and Williams were able to test the 24 characteristics by 

discriminating well between highly progressive and aon-progressive 

firms. Again, it is to be considered that this test does prove but 

one thing: the synthetic and subjective perception of a firm's 

progressiveness (in Carter and Wi. Lliams's sense) is amenable to an 

analytic corroboration grounded on objective criteria. 

Finallyt as regards the validity of the char act eristi cst what is 

the theoretical interest in proving it? The points here, is not to 

advocate vagueness in methodology but# conversely& to understand the 

real meaning of any f ormalised test already used within the field 

under consideration. Again the question remains: were not the 

researchers well ables before identifying the characteristics, to 

diatinguisn the progressive firms? 

To be sure, herein lies the gist of the matter, as regards the 

objective V3 subjective dichotomy. Consider the features of Carter 

and Williamss logic. On the basis of the degree of association 

between various units (firms) and a particular attribute (technical 

progressiveness) 9 two sets are designed. One set contains the units 

highly correlated with the attributet the other consists Of the 

remain. Ing units (non-progres3ive firms). Thent a grid of 

selective-exclU3ive criteria is set up: it includes all the 

properties (the 24 char act eristi 03) common to the units of the first 

set (highly progressive firms)- Finally the test of validity 
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consists in assessing the extent to which, by applying this grid of 

criteria to the union of the two sets* the two original sets can be 
isolated back. Not surprisinglys the two sets could be well 

retrieved. 

To what extent is such a methodology not akin to what one would 
label a tautology? But it was a seminal tautology, the 

organisational literature proves this. Because# social sciences 

are a cumulative body of knowledge,, Carter and Williams's 

charaor. eristies proved useful to various investigators. For 

instances Baker was able to use some of the 24 characteristics as a 
basis for measuring receptivity to innovation together with 

dimensions of organisational structure and climate. This study is 

reported at length by Baker. 111 

Moreovert if one is to go deepert one may wonder whethert in 

social. sciences, one is not bound to use tautologies, or to be 

arbitrary (at least once in his/her reasoning). Analytic judgments 

are bound to be tautologies since the union of the predicate and the 

subject is thought of in terms of identity (an example of analytic 

judgment could be: "Progressiveness is the attribute in vertue of 

possessing which a firm qualifies for membership of the class of the 

progressive firms"). On the other hando synthetic judgments (based 

on experimentation or empirical research) cannot start without, at 
least, an arbitrary statement (such as: "Obviously, Sony is a 

progressive firm"). It could be argued that this statement is not 

an arbitrary one ("It's obviou31"). But then, if the 

characteristics of progressiveness are obvioust why do we have to 

resort to a complicated methodology to identify them? 112 

2.5. Recapitulation of the Sooond Sootion 

From a methodological viewpoint, two arguments have been set 
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f orward: 

The research methodologies of ten resorted to may violate the 

various rationalities addressed by the data collection; 

Researches' outcomes may, in effects, be tautologous. Beyond 

the difficulty of avoiding tautologies in social sciencest it 

is to be added that some tautologies prove useful, because 

they result in healthy - if not heuristic - explicitation. 

Further, a unified definition of organisational climate is far 

from being achieved. The following section concentrates on 

answering the question of how this lack of consensus affects the 

approach. 

SECTION 3 EPISTEMOLOGY: STATUS OF THE ORGANISATIONAL, 
CLIMATE APPROACH 

The question raised in the introduction to this chapter concerning 

the epistemological status of the organisational climate approach is 

now amenable to a more accurate examination. A definition may 
first prove useful. The following sub-section is aimed at providing 

such a al ar if ica ti o n. 

Definitions of the Organisational Climate Approaah 

This expression, as any concept, may be defined either in extension 

or in intension: 

In extension, the organisational climate approach may be 

defined as a method of interpretation of organisational 

behaviour by resorting to the dimensions previously reviewed 

(see 2.3.1 . ). 

In intension, this approach may be defined as a specific 
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interpretation of organ13ational micro- relationships by 

a om bi ni ng environmental macro- relationships with 

organisational, and individual conditions and constructs. 

"Organisational micro-relationships" refer to leadership, the 

way people behave with others in the organisation, etc. 
Environmental macro-relationships refer to the links between the 

organisation and its environment, to all the organisational 

idiosyneraoies which make sense only when related to the 

environment. For examples Itbjectivell attributes such as size or 

technology are not significant in themselves. The size is "large', 

if most of the other organisation-s' size is amallert and technology 

is "complex" if most of the others in the environment are less m 
"Organisational constructs" refer to the prevailing 

idiosyncratic norms and valuess etc. Individual constructs refer 
to the particular framework through which each member assesses his 

participation in the organisation. It is proposed to include 

individual strategies and rationalities in this set. As far as the 

concept itself is concerneds a provisory definition can be proposed: 

norganisational climate" denotes a set of idiosyncratic corporate 

constructs and conditions affecting organisational processes. By 

mentioning "conditions" it is meant to distinguish "organisational 

climate" from "organisational culture" (which ha3v in theoryt 

nothing to do with "level of organisational stress', , for example). 
A more accurate definition of the concept will be given in the light 

of the empirical findings. 

32. Organizational Climate and Theory 

Organisational Climate has generated definitions, dimensions to be 

assessed on# and given rise to various tests as to its effeOt3 (of., 
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for instance El-Sherbeny's research, Previously referred to). TO 

what extent can one conclude that there exists a theory of 
organisational climate ? 

Obviously, the answer is a matter of definition. For exam pl et 

the organisational climate approach may be viewed as a theory 

according to Parson's definition of theories in social sciences, 

which states that 11 a theoretical system is a body of logically 

interdependent generalised concepts of empirical reference". 113 

Howevers this definition has been criticised by Homans on the ground 

that "concepts and their definitions are certainly part of a theory, 

but they are not sufficient by themselves to constitute a theory... 

A theory is a deductive systeme and no deduction can be made from 

concepts alone: propositions are absolutely necessary. 11 114 

According to Homan. 39 a theoryt in social 3ciencest consists of three 

major sets: 
' 15 

A set of concepts, or conceptual scheme. Some of the terms in 

the scheme may be referred to as descriptive concepts, serving 

to show what the theory is about. Others are termed 

operative conceptst or properties of nature. 
(ii) A set of propositions ("non-contingent propositions")# each 

stating a relationshipt such as "varies directly with", 
between at least two of the properties. The propositions 

form a deductive system, which provides ground for prediction. 
(iii) A set of contingent properties, in the sense that experience 

is relevant to their truth or falsity or to that of 

propositions derived from them. 

Although Homan3 acknowledges that "there are few theories in 

sociology... that meet the derinition.. of what a theory ought to 

bet"116 his framework provides useful indications to solve the 

problem under consideration. First, tne organi3ational climate 
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approaca has generated a conceptual scheme. But both its 

descriptive and operative concepts are borrowed from already 

existing sociological* psychologicait anthropologicalt etc. theories 

(e. g., the concepts of behaviour# attitudes valuest norms, etc. ). 

Second, organisationai climate studies resort to non-contingent 

Propositions (eg., "is correlated with", "is significantly 

different from", etc. ). Thirdt the organi3ational climate approach 

has given rise to some contingent propositions: for example, El- 

Sherbany's hypothesis that adoption is high. Ly correlated with risk- 

taking orientation. 

3.3. Organi3ational Climate and Mode13 

At this stage a step forward may result from a combination of 

Braithwaite's theory and model definitions with the results of the 

previous analysis. Braithwaite defines a theorys T, as 11 a 

deductive system consisting of initial bypotheses at the summit and 

empirically testable generali3ation3 at the base"i and a models M, 

of a theoryp To as "a mapping of the theory TP so that some concepts 

and relations in T hold in a mapped form in H.,, 1 17 In other wordst 

a model is a set of hypothesest linked in some manners whereas a 

theory is concerned with what can be deduced from the hypotheses. 

The organisational climate approach borrows its descriptive and 

operative concepts from existing theories; those concepts, through 

non-contingent proposizionst are generally linked in new contingent 

propositions. Accordinglyt the organisational climate approach is 

not a theory: it consists of various models of various sociological 

and organisational theories. Some of these theories are more 

amenable to giving rise to such models. Those theories' common 

feature is that of assuming the irreducibility of idiosyncratic 

organisational behaviour to a techno-economio determinismo be it 
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environmental, structuralp or multivariate. The first section of 
the present chapter was concerned with dioussing this idea (of., the 
last two reviewed theories). 

3.4. Organisational Climate and Paradigms 

From the aforesaido an analogy could be drawn from what Kuhn wrote 

about paradigms in natural sciences. According to this author, a 

paradigm is what the members of a scientific community share. 118 

Indisputablyt the variety of approaches to organisational climate 

defi=tioa (see fig. 9) does not suggest such a con3enaus. But Kuhn 

made it clear: 119 

"Lack of standard interpretation or of an agreed reduction to 
rules does not prevent a paradigm from guiding re3eareb... The 
existence of a paradigm need not even imply that any full set 
of rules exists. " 

In other words, the determination of a shared paradigm is not, 

howevert the determination of shared rules. 120 In Kuhds viewo a 

paradigm is: 121 

an object for further articulation and specification 
under new or more stringent condition&.. Paradigms gain from 
their status because they are more successful than their 
competitors in solving a few problems that the group of 
practitioners has come to recogni3e as acute. " 

In this respect, the review carried out in the present chapter 

strongly indicates that the pure techno-000nomic approach was not 

entirely conclusive in its attempt to account for organisational 

behaviour, so much so that different approaches have been resorted 

tot including the organi3ational climate approach. Thent if we 

consider Kuhn's twofold condition for paradigm's existence: (i) 

achievement is sufficiently unprecedented to attract an enduring 

group of adherents away from competing modes of -scientific activity; 

and (ii) simultaneously, it is -sufficiently open-ended to leave all 
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sort of problems for the redefined group of practioners to resolve, 

it follows that organisational climate may be held as a paradigm of 

social sciences. 122 This conclusion buijds on the following 

premises: 

W "Organisational climate" stands as a shared reference in 

social sciencest although there is no consensus either on its 

definition or effects. 

(ii) The organisational climate concept has been adopted by a set 

of practitioners, as an efficient tool in terms of descriptive 

or predictive approaches to organisational, behaviour. 

This distinction between model* theory and paradigm is not a 

spurious one. If only because it may be useful to know what is 

being considered. 

Conclusion of the Third Chapter 

This chapter has reviewed the main organisation theories as they may 

take into consideration non-strictly techno-economic organisational 

idiosyncracies (Section 1). Thent it was possible to review the 

main propositions and objections aroused by the paradigm of 

organisational climate* the difficulties raised by the measurement 

of its dimensionst and the main threats to such an evaluation 

(Section 2). Finallyt these analyses allowed for determining the 

epistemological status of the organisational climate approach 

(Section 3). Accordingly, it may now be Suggested what could be 

done in order to contribute to magnifying the operationai aspect of 

the organisational climate paradigmt with regard to the marketing of 

industrial innovationa. 
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It is proposed to characterise the firm through its diverse 

members' rationalities as these attach to particular strategies. 

In other words, it is proposed to consider organisational actors' 

rationalities and strategies as elements of the set of factors which 

determine the organisation3 climate. This perspective will be 

clarified and refined in the remainder of the thesis. 

Then, the point at issue is to connect these two dimensions, 

namely individual strategies and rationalitieat to organisational 

climate. 

How does the idea of such a connection articulate itself with 

the current theories on innovation acceptance and collective 

decision- making? The fourth and f if th chapters focus attention on 

these two problems. 
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can securely identify instances of X. Given such paradigms, we can 
to some extent tie the enquiry down ... If we can be sure that A 
is an X, then we can use other things which we know or believe about 
A to check the proposed account of X. " (Armstrong, D. M. What is a 
law of nature? Cambridge, Cambridge University Press, 1985, pp. 5 
and 6. ) 

This method is that followed by Carter and Williams, the 
paradigaýs being the firms which "can securely be identified " as 
progressive. On top of this, it may be argued in detense of Carter 
and Williams, that "not all circular explanations are vicious; some 
can be highly informative, even to the extent of yielding genuine 
semantic insight into the terms in question". Similarly, it may be 
suggested that "given an intuitive grasp of the notion in ordinary 
usage ... consideration of border lines Aives rise to interest in a 
sharper character isa tion of the notion Lhere, "progressiveness"] in 
a context where rules can be provided explicitly to reduce vague 
areas of application". (Grayling, A. C. An introduction to 
philoso hical logic. Brighton, Harvester Press Ltd, 1982, pp. 56 
and 57. 
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SECOND HEMISPHERE: THE NORMATIVE THEORY OF INNOVATION 

Introduation 

Chapter III was concerned with defining the first component of the 

problem which is at the centre of the present research. As 

already explainede the point is to work out an efficient 

operationalisation of the interface between organisational climate 
(viewea as a synthesis of non-strictly techno-economic corporate 

idiosyncracies) and the acceptance of industrial innovations. 

In this respect, tne epistemological status and a tentative 

definition of the organisational climate approach have been 

discussed, before suggesting other organisational idiogyneracie3 

which may be viewed as elements of the company's climate: the 

organisational actors' rationalities and strategies. 

Consequentlyt the focus Must now be placed on the second 

component of the problem. Accordingly, the present chapter 

concentrates on what Baker denotes as the Onormative theory of 
innovation". 1 

Two symmetrica. L aspects are fundamental to the study of the 
innovation phenomenon* particularly when dealing with industrial 

products: U) the process which concerns the addressing ay3tem. 9 and 
(ii) the process which concerns the addressed aystem. 

By resorting to the concepts of addressing or addressed systems, 
it is meant, firstt to enhance the symmetry of the procesat andt 

second , to sidestep the problem of specifying whether it is 

referred to manufacturerge 3eller3t hirerst etc. ("addressing 
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systems") on the one hand, or adopters* non-adopter3o etc. 

("addressed systems") on the other hand. 

Brieflyt the concept of addressing system refers to the 

organisation which proposes the innovation system, while the concept 

of addressed system(s) refew to the organisation(s) to which the 

innovation system is proposed. 

Consequently, tne present chapter is divided into two sectiona: 

Section 1 deals with the theory relating to addressing systems, 

while Section 2 concentrates on the theory of addressed systems. 

In both casest it is aimed at determining the implicit postulates 

which underlie the various approachest and suggesting alternative 

(hopefully useful) considerations. 

SECTIDN 1 THE INNOVATION PROCESS WITHIN THE ADDRESSING SYSTEM 

The innovation process within any addressing system m ay be 

approached in terms of new product development. In Market 

DevelonmelLto Baker contrasts the guiding role of theory in applied 

sciences such as medicine or engineering with the marketing 

practitioners' propensity to dismiss theoretical considerations as 

"unhelpful" and concludes that marketing as a profession - has a 

lot to gain from normative theories of product or market 

dev el opment) .2 

The series of sequences which comprise the process Of 

development of a new product are generally represented by a model 

containing six phases as suggested by Booz-Allen & Hamiltons Inc.: 

Exploration ---- > Screening ---- > Business Analysis > 

Development ---- > Testing ---> Commercialisation 

Since, according to Baker, all these phases are "recommended and 

are usually found to be present in case histories of new product 
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development, " this model will provide guidelines for the present 

section. 3 

1.1. Exploration within the Addre33ing Sy3teu 

By explorations, it is meant the generation of ideas intended to 

result in innovations. The psychological Process of idea 

generation has received considerable attention ando while it is 

acknowledged that creativity plays a crucial part in this process, 

opinions diverge about definitions, related models and methods. 

1.1.1. Me Problem of Creativity 

The complex relationship between creativity and innovation is 

underlined by Morton's contention: 
4 

innovation 13 not Just a new understanding or the 
discovery of a new phenomenon, not just a flash Of creative invention, not just the development of a new product or 
manufacturing process# nor is it simply the creation of new 
capital and consumer markets. Rathers innovation involves 
related creative activity in all these areas. " 

Reviewing the literature suggests that researchers have been 

highly creative in defining creativity: Gregory was able to cull no 
less than fifteen conceptions of creativity and forty-two theories 

or mechanisms of creative behavioura. 5 The variOU3 tentative 

approaches fall into three categories: objectivet subjective, or 

normative definitions. 

Objective definitions concentrate on the environmental 

circumstances which lead to creative behaviour. Hiller and Starris 

statement is particularly representative of this school. the 

creative act is called for "when the saddle point in a payoff matrix 
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is negative, " that is to says, when the beat that can be done is 

inevitably a loss-6 

Subjective definitions are inevitably rendered tautological by 

their reference to "novelty", and may well be represented by 

Drevdahl's contention that "creativity is the capacity of persons 

to produce compositionst productst or ideas of any sort... 

essentially new or novel, and previously unknown to the producer.,, 7 

Normative definitions put emphasis on value and utilityt as is 

obvious in Haefele's opinion that "high creativity is the ability 

to make innovations of specially great social worth. 118 

Whatever the viewpoint on creativity, the concept 13 fundamental 

to the generation of ideast as the study of exploration models 

indicates. 

1.12. Models of Exploration 

Models and methods for idea generation must be distinguished: 

models attempt to unravel the process of idea generationp while 

techniques are aimed at suggesting propitious series of actions 

whose combinations may result in new ideas. 

Three models will be reviewed to increase understanding of the 

complexity of the problem. 

1.1.2.1. The Peroeption Model 

The perceptual model developed by Gula39 involves both sensory and 

extra-sen3ory perceptions, as shown in Fig. 12. 

lid 



CHAPTER IV 

Fig. 12- Model for idea generation involving 
sensory and extra-sensory perceptions 

lConaciously received Idea I 
I inf ornation 1 

-1 A 
10 

>1 
ISensorally perceived 19i 
lproblem6 and objects 1< -------- ! Consciousness[ 

8i -------- -- >1 
>1 2 u A b1 

! Unconsciously receiv ed 117 11 3 o 
11information n 
I 

, Extra-sensorally perceivedl 
1problems and objects 1---->l Super-ego 1< --- ------ 1 0 

151 161 U 
------------- - --------------- >1 3 

4 11 

A problem is recognised through consciously received 

information (1) and forwarded into the sub-conscious (2) and the 

super-ego (3). The sub-conscious mind is important since the 

nucleus of creativity, intuitive thinking* is said to take place 

here. 10 Intuition is viewed as the ability to conceive the whole 

without knowing all Of its parts. This process is said to be 

typical in the creative individual who is able to substitute missing 

conscious information by sub-consciOU3 information or by 

unconsciously received information (4) through extra-sen3ory 

perception. The super-ego, which also receives external 

information unconsciously (5) has a controlling function on the 

thinking processes; it acts as a moral or preventive filter derived 

from acknowledged authorities, accepted norms, etc. The f iltered 

intuitive idea for solution (7) appears in the conscious mind 

(illumination) where it is verified by local thinking involving 

interaction between the problem and the idea (8) and (9). Output 

of the process (10) is the verified intuitive idea. What can be 
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deducea from this model is that the creative process cannot be 

managed as a physical phenomenoru Consequently, it is not possible 

to determine the time required for the Conscious and unconscious 

thinking processes on the sole basis of existing knowledget and the 

output of creative thinxing therefore cannot be scheduled in 

advance. 

The Fusion Model 

A model of the idea generation processo where information is a key 

concept, is shown in Fig-13. Conceptualised by Holt# this model is 

based on the assumption that "an innovative idea emerges as a fusion 

of a perceived need with the recognition of a technical 

op por tuni ty. 11 11 

Fig. 13- Model of idea generation as a 
fusion of needs and opportunities 

Capability of 
the company 

Information Inf ormation 

VV 
Perception Recognition of 
of ne eds opportunities 

Problem (question) Solution (answer) 

Fusion 
Innovative idea 

The dehnition of the problem will depend on the perceived neede 

which again depends on the kind of information which the problem- 

solver is exposed too while the solution of the problem will emerge 

as a technological opportunity, the character of which is dependent 

on the type of received information. The capability of the oomparW 

is viewed as influencing the generation of the ideas, but the 

initiation of the idea may be done by perceiving a need or by 
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recognising an opportunity. In this respects the model addresses 

the issue of "pull" versus "push" approaches. The operational 

aspect of this model is bounded by two over- simplifications: W 

information is reduced to neutral communication of objective 

requirements, and (ii) the solution is viewed as a mere 

technological opportunity. These assumptions neglect the strategic 

aspect of information and oppportunities within organisations, and 

have already been discussed (see 1.1.1.4. and 1.2.1. in Chapter 

III). 

The Flow Model 

Fig. 14 shows a model of idea generation designed around a horizontal 

flow line. 12 The information input to the process refers either to 

a technical opportunity, or to the perception of an existing or 

latent user need. 

Fig. 14- Model of idea generation 
designed around a flow line 

Self control Preliminary Fi nal 
screening evaluation 

Information Need/ Idea I Idea Idea I Idea 
opportunity emerged forwarded proposed approved 

-->Perception ---- >Incubation --- 0 ---- >Preparation -----o -------- > 
of needs/ of proposal 
recognition 
of an oppor- 
t uni ty II 

Intelligence- Intelligence- Fore- Dev el o- Preliminary Pro- 
need related technology casting pment of study ject 

related creativity 

This information may be received or collected more or less 

systematically. At this atage, problems of clarification may 

trigger several subconscious processes which take place during the 
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next step, the incubation period. The problem is here dropped for 

some time from the conscious level. Sooner or latert a solution is 

foundt resulting in the creation of an idea that emerges from the 

subconscious to the conscious level. This idea represents a 

synthesis Of the need and the solution(s). Among the ideas that 

emerge, some are forwarded to the appropriate body for further 

consideration. The next step is a preliminary screening where 

ideas which are not consistent with the objectives and policies Of 

the company are dropped. The remaining ideas are investigated 

through a preliminary study in order to get a better basis for final 

evaluatiorL The outcome of this evaluation determines whether the 

idea will be dropped, postponed, or further utilised. 

Again, this model bears the hallmark of the technologica. L 

rationality. The process is reduced to a series of formal, neutral 

and purely logical phases at the end of which approved ideas emerge 

as the most "useful" for the companyt thought of as a combination of 

technological abilities and requirements. The limits of such a 

conception have been previously pointed out: by neglecting the 

strategic aspect of most of the organisational phenomena and the 

variety of the actors' rationalitiest one is led to resort to 

artificial models of limited practicai. interest. 

Howeverp a number of tools are available to those who are 

participating in the idea generation process. These tools are 

examined below. 

1.1.3. Methods or Exploration 

According to Bakert the exploration phase may be structuredt 

unstructuredt or serendipitous. 13 A structured procedure for new 

product ideas may be based on market research into consumer 

reactions both to the company's own products and to those Of the 

122 



CHAPTER IV 

company's competitors "in order to give early warning of failing 

interest or dissatisfaction orv more positivelys to suggest areas 

for improvement which will enhance the product's standing with its 

target audience.,, 14 According to Bakers unstructured idea 

generation tends to be more typical of firms with a single product 

or small range of products experiencing a decline in their current 

prof itability: the firm does not have a formal new product 

development function but operates on an ad hoc basis. Serendipity 

happens when ideas for new products occur by chance. Various 

methods have been designed for the generation of ideas, and are 

diSCUSsea below. 

1.1.3-1. Morphologioal Tachniquea 

Morphological techniques are a way of helping to generate design 

proposals, and concentrate on the form of the design rather than on 

the "mind" of the designer. The morphological approach is 

associated with the name of Zwicky'5 and has been described by 

Watt316. Morphological techniques are analytic aids to creativity 

which assure that all possible solutions to a problem are enumerated 

through a systematic breakdown of the problem into parts which can 

be treated independently. 

Morphological techniques aim at finding new solutions to a given 

problem by obtaining a proper appraisal of all the facts ("boundary 

condir. ion3") needea for the unbiased deduction of possible 

solutions. Morphological analysis consists of the following steps: 

(i) Defining and structuring the problem. The problem to be 

solved must be formulated concisely in terms Of all the 

characteristic parameters that might be of importance for the 

solution of the problem 

(ii) The morphological box The ParaMeter3 are analy3eds and for 
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each parameter as many significantly distinct values 

(solutions or approaches) as possible are devised. The 

number of overall solutions to the original problem is 

obtained by enumerating all possible combinations of the 

different values of the different parameters. 

(iii) Stepwise screening of the best overall solutions. One might 

start systematically to rule out all solutions which are not 

feasible because of interactions between values on different 

parameters. Then, one must evaluate the performance value of 

each solution with respect to the purposes that are to be 

achieved, and choose the optimally suitable solutions. 

(iv) Random access to improved solutions. One might start from 

already known solutions or from what promise to be interesting 

Sol utions: the performance criteria may be applied to 

determine whether improved solutions could be found in the 

neighbourhood, that is, by changing the values of one or few 

parameters. 

As far as areas of application are concernedo morphological 

techniques are used to identify all possible devices to achieve a 

functiona. L capabi. Lity; to structure and organise thinking about a 

problem in such a way that new information is generated; to 

generate branches in a relevance tree or reference scenarios when 

writing scenarios. 

Morphologica. L analysis is often described as a technological 

forecastingp because of its ability to suggest future technological 

advances. However, most or the practical applications have been in 

the identification of possible design configurations and as Such it 

may more properly be regarded as a technique for generating new 

ideas for the solution of practical technological problemst as 

suggested by Jantsch17P Nicholson18 and Bridgewater19. 
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Needs Research 

There are a number of ways in which the needs of the user can be 

analysed systematically to yield ideas for now products. According 

to Twiss, needs research is a term applied to the analysis of 

complex technological systems incorporating a large number of 

subsystems. 20 Therefore, this method does not aim at replacing the 

total system. Hathert advances are made by the improvement of 

subsystem performances. Accordinglyp it is crucial in a problem of 

this nature that R&D investment and commitment are devoted to that 

part of the total system where it will bring the ultimate user the 

maximum benefit. 

In sum, needs research is a modelling technique which enables a 

thorough investigation of the total system performancet in relation 

to forecasted user needs to be made in respect of alternative 

investments in improvements of the subsystems which comprise it. 

The important features of needs research are identified by Twiss 

as f ollows: 
21 

(i) The analysis starts with the user's needs; 

(ii) The use of technological forecasting to forecast these needs 

at 3ome future period; 

(iii) The employment of a modelling technique to relate sub3Y3tem 

and system performance in relation to these needs; 

(iv) The experimental determination of where investment Oan yield 

the best results before a project is defined. 

Technology Monitoring 

If, according to Twisar 'most managers receive their information 

inputs haphazardlyt from readingo discuasions, conferences, etc., '# 
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monitoring the technological environment demands a systematic 

22 approach. According to Bright# monitoring includes much more 

than simply "scanning": it includes 3earcht consideration of 

alternative possibilitiest and their effectst and a conclusion based 

on evaluation of progress and its implication&23 Thent technology 

monitoring may provide a systematic basis for the collection and 

recording of information which is in effect a wide ranging 

surveillance system of relevant sources. 24 

This method's primary purpose is to direct attention to areas 

where a new development combined with existing knowledge makes 

possible an innovation. Therefore, a valuable by-product of 

monitoring can be the random association of these facts during the 

review process which is unlikely to occur outside the formal 

framework. 

Techniques such as morphological analysis, needs research, and 

technology monitoring may be completed by behavioural techniques for 

collective problem-solvings which are reviewed below. 

Brainstorming 

Holt defines brainstorming as a "method for creative thinking based 

on free association and deferred judgment.,, 25 The purpose of 

brainstorming is to generate within a short time a large quantity of 

Ideast among which there will be some fitted for further use. 

Briefly, brainstorming Is a technique b3r means of which deliberate 

alterations of normal thought processes are Injected Into a group of 

people 30 that they do not attempt to think imaginatively and 

critically at the same time. 26 With regard to the areas of 

application, the value of brainstorming in solving technical 

problems is generally thought to be limited. 27 However, it has 

been reported by Rickards that about half a sample of twenty 
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brainstorming sessions he investigated in an R&D environment 

produced utilisable results. 
28 

1.1.3.5. synectics 

"Synectics" is a word coined by Gordon to describe the structured 

group technique he devised for achieving a creative problem-solving 

climate. 29 Synectics may be defined as a umethod for creative 

problem-solving where one attempts to stimulate the thinking 

processes which individuals are using when they are most 

creative. -, 30 Synectics is based upon the theory that the 

probability of problem-solving success is increased by an 

understanding of the emotional and irrational components of the 

creative process which are considered more important than the 

intellectual and rational elements. The real purpose of this 

technique is to identify good solutions by restructuring the problem 

and by achieving freedom from constraints, elimination of negative 

responses, deferred judgment and escape from the boundaries imposed 

by traditional thought patterns. According to Gregory, a typical 

3ynectics session is conducted by having a group of about five to 

seven people. 31 A leader for the group is chosen but is not 

allowed to contribute ideas of his own. Rathert he is responsive 

to all contributions made by the group members. The group should 

include at least one expert in the field of the problem posed. The 

procedure followed is firstly for the leader to state the problem; 

then the expert will answer all questions asked by the group and 

react to ideas advanced by them. This process is intended to 

remove any misconceptions and produce Useful ideas. In the next 

phase, each member of the group formulates a set of problems arising 

from the previous phase: the leader chooses one of these and 

enunciates a key concept. Thens the group will try to think of as 
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many analogies to the key concept as possible. After some period 

of searching for such analogiest the leader starts the terminal 

phase by trying to apply some of the unrelated concepts to the 

problem posed. 

The rationale of this technique is explained at length by Prince 

who illustrates the theoretical methodology with transcripts from 

actual case_. t. 32 

Lateral Thinking 

Edward de Bono useLs the term "lateral thinking" to describe the 

characteristics of creative imaginative thought which distinguish it 

from the traditional logical approach he calls "vertical 

thinking,,. 33 He stresses the importance of patterns in shaping 

ideas. Patterns are briefly defined: "where any state is 

preferentially followed by another states, that is a pattern.,, 34 

These patterns are independent of the sequence in which information 

arrives. By breaking existing patterns, which process informationt 

one may re-order or 'Ire-pattern" information, in order to think 

creatively and generate now ideas. 

De Bono suggests that before searching for new ideas, it is 

useful to examine current ideas and identify the major influences 

giving shape to them: "once the ideas have been recogniaeds, then 

one moves naturally to ways of changing them or escaping from 

them. so 35 Various techniques (such as "di3coatinuity", for example) 

have been designeds, which help to change such patterns. 

As regards the areas of application of lateral thinking, this 

approach has been used in the development of new products and new 

ideass, in problem solving and in identifying Possible 

simplifications and cost cutting in organisations. 

The techniques which are reviewed above aim at magnifying 
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areativitys in order to improve the process of idea generation. 

Howevery the generation of ideas is but the first stage of a 

sequence which involves other crucial phase3v as indicated below. 

12. Intermediate Phases within the Addressing System 

The intermediate phases of the development of a new product 

encompass screening# business analysis, developments, and testing. 

Screening follows the exploration phases and takes place in 

order to ensure that furthers and costlyt studies will be devoted 

only to promi3ing ideas. According to Bakers "screening is an 

essentially subjective procedure in which managers use their 

knowledge and experience to weed out the obvious non-3tartersi, 36 

The next phase is that of business analysis# which aims at 

assessing each of the "possible" ideas in terms of its technology 

and its compatibility with the production systems its marketability 

and its competitiveness# and finally in terms of the financial 

implications of proceeding with it further. 37 

The following phases i. e. technical development# deals with 

establishing if it is pbysically possible to produce an object that 

satisf ies both technological and Cost constraint& According to 

Baker, it is vitally important, in this phaaet to "observe events 

and changes in the proposed target market [in order to] update the 

product concept to reflect changes in the market.. 38 

The test phase may proceed in parallel with the development 

phase, or be a separate activity. For complex products involving 

advanced technology and/or radical behavioural change, it is 

important that deficiencies and defects in the final product are 

identified while it is still Possible to rectify development and 

design adapted improvements. For 1633 sophisticated products, 

which can be readily imitated and developedo testing may result in 
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the risk of "giving the game away to oneI3 competitors,, and allow 

them to counter one's full- scale launch with a quick and 

unexpected competitive reaction. 39 

At this stage, a question must be ra13edo Which may seem 

deceptively trivial: How is it possible that now ideas can be 

applied to the market ? This supposes that the conceptions formed 

within the addressing system are generali3able to addressed system& 

Actually, this can happen only if there exists a subsystem which is 

common to the addressing System and the addressed systems. 

Generally, it is assumed that this common -subsystem is composed of: 

U) technological and economic variables, and (ii) rationality, that 

i3p the way in which technological and economic variables are 

related in a logical structure. 

Since technology rests both on the laws of fundamental sciences 

such as mathematics# physics, chemi3tryt or biology, and those of 

applieci sciences such as engineeringo it is legimate to assume the 

equivalence of technological conceptions within the addressing 

system and the addressed system. 

Similarlyp the fixed principles of economics, and their general 

application to accounting and finance practices enable the 

addressing system to make valid assumptions about the addressed 

systems and their reactions to ideas and products generated in the 

addressing system. 

Howevert technology and economics are modes: they are not 

substances. They are Used in order to express in a formal and 

operational order substances such as resourcest constraints, needs, 

requirements, and objectives (the distinction between modes and 

substances is the classical one: th. e substance is what underlies 

the phenomena; modes are accidental modifications of the 

substances). The heart of the matter lies in these substances 

themselvess not in the tools used in communicating them. The tools 
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are common to the systems (i. e., innovator and Potential adopter), 

but they are not sufficient indications of the SY3t6Ms1 reactions. 

Therefore, an interesting piece of information would be one that 

refers to the substances themselves and the way they are experienced 

in the addressed systems: the phenomenologica. L approach tackles 

this problem. Rationality is the name given to the principle which 

structures these substances. The addressing system (e. g., 

innovator) takes a risk as soon as it makes a priori assumptions 

about this rationality. The framework within which the substances 

(e. g. r needs, resource. % objectivest etc. ) are expressed may well be 

of the techno-economic type; but this does not mean ipso facto that 

the substances themselves are structured and experienced by the same 

rationalitiest and that these rationalities are of the techno- 

economic order (even within the innovator's system, of course). 

Actually, organi3ational studies suggest that rationality may be of 

various types. Horeover, nothing indicates that there exists an 

overall organi3ational rationalityt rather than a constellation of 

individual rationalities within the aystems. In this respect, one 

may wonder whether such a priori assumptions about rationality 

within addressed Systems May not limit the chances of success of new 

products. 

The problem of the variety of rationalities is examined in 

Chapter V. However, the equivalence of subsystems within the 

addressing and the addressed 3y3tea3 is not enough. This, is a 

necessary but not a sufficient condition for an advantageous and 

profitable relationship between the two systems. As Fig. 15 

indicatess this relationship must rest on an adequate support, or 

vector. The nature of this vector raises the question of 

commercialisations which will be dealt with below. 
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Fig. 15- Equivalence and non-equivalence between 
addressing and addressed systems 

------ Valid a priori extrapolation of equivalence 
====== Invalid a priori extrapolation of equivalence 

Addressing System Addressed System 

I Tools I Tool 3 
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I1 11 1 

The Problem of the Vector betvaen the Addre3sing 
and the Addres3ed Syatems: Commercial isation 

The final phase of the new product development process is 

commerciali3ation, when the product is launched in the market. it 

is during this phase that a commercial relationship is developed 

between the addressing and the addressed systems. The importance 

of this commercial vector has been already underecoredt when it was 

characterised as a necessary (although not sufficient) condition of 

a successful development process. However, as noted by Baker, 

"taiS stage rarely receives equal treatment with the preceding 

phases and attracts comparatively little attention., s4O A reason 

for this may be the general assumption that if one has competently 

carried out the procedures recommended by the normative theory of 

innovationt then failures in commeroialisation will only result 

because of the unexpected intrusion of factors outwith the 

addressing system's control. 41 A review Of 3UOCSs3 and failure in 

the commercialisation of now industrial products leads one to reject 

this interpretation. Before examining empiricai findings, it is 

important to define the concepts of success and failure. 
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1.3-1. Failure and Success: Definitions 

An objective and universal criterion of success and failure in the 

commercialisation of new industrial products seems very unlikely to 

be found. There is an obvious reason for th13: either the firm 

has some predetermined sales (or market share) target against which 

it can measure the product performancet or nothing like this exists 

and only the subjective judgment of the innovator will decide 

whether the product is a success or a failure. In either case, the 

criterion is not generaliaable to other circumstances: the targets 

of reference will differ, and the subjective judgment will vary. 

Baker emphasised this difficulty of objectively defining failure and 

Success when he wrote: 
42 

"It would seem that we cannot define a common denominator with 
which we may judge 'success' and 'failure3lt and that we must 
accept that a new product has failed when its originator comes 
to this conclusion based on his own criteria. " 

In other words: 43 

Ig... the only sure test of success or failure [is] the 
subjective criteria of the firm's own perception and... no 
externals objective measure is available which can be applied 
accros3 the board. " 

Although this viewpoint is both widely accepted and satisfactory 

on an epistemological basis,, it must be acknowledged that its 

fluidity limits the validity of the conclusions that could be drawn 

from comparisons of empirical findings. 

1.32. Empirioal Findiz4; s Related to Sumess and 
Failure in Comercialisation 

A number of studies have appeared during recent years about the 

determinants of new industrial product failures. These studies are 
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mainly of three types: 

Case analysis of some new industrial products that emerged 

successfully from R&D progams only to become market failures 

(Briscoe, 44 Baker45); 

Cross- sectionai studies of new industrial product failures 

(Cooper, 46 Calantone and Cooper, 47 Hopkins and Bailey, 48 von 

Hippe149); 

(iii) Experimental or q uasi- experimental studies that focus on 

differences between successful and unsuccessful innovations 

competing in the same market (Rothwell et al. 50) or on factors 

influencing new product success probabilities (Mansfield and 

Wagner5l). 

7his categorisation is based on Choffray and Lilien's works, on 

which the f 011OWing lines draw substantially (see note 7 1). The 

above studies converge to point out the following causes of failure: 

The lack of appreciation of the way customer3 perceive and 

evaluate the new product; 

(ii) The misasse3sment of the firm's existing stock of resources, 

e3pecially it3 market 3k: Uls; 

(iii) The lack of specific objectives for the new product in terms 

of its target market and place in the oompaIW3 product mix. 

Mansfield and Wagner have investigated the success probabilities 

of new industrial products in different stages of their development 

cy al e. They reported: 52 

( 1) 65$ rate of commercialisations bringing the product to market, 

following successful technical Completion (57% rate of 

technical completiont i-e-9 the development of a working 

product prototype); 

(11) 74% probability of eoonomic sucoeaa af ter oommercialisation. 
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This leads to a 27% commercial success rate for industrial 

product development projects. Although this number should be 

interpreted carefully because of sample size considerations and lack 

of agreement about what a commercial success is (see 1.3.1. ), it 

provides a gross estimate of the risks associated with new product 

development activities in industrial market. Table 1 gives isimilar 

estimates by Booz Allen & Hamilton. 53 

Table 1- Rates of commercial success 
for now industrial PrOjeOt3 

Rates of (x=eroial success for: 

Product development Now products 
proj9Ct3 introduced 

Chemical . 18 . 59 
Electrical machinery 13 . 63 
Metal fabricators : 11 . 71 
Non-eleetrical machinery 21 . 59 
Raw material proces3ors 

: 14 . 59 
Average . 15 . 62 

In their analysis of organi3ational and strategic factors 

associated with the probabilities of auooe3s in new industrial 

product developmeatt Mansfield and Wagner relate the probability of 

commercialisation and economic success to three key variabl63: 54 

Earliness of market analysis; 

Percentage of money spent on demand pull (as oPpoaed to 

technology push) projects; 

(iii) Percentage of projects originating in R&D. 

Those results show that early market analysis improves success 

rates. The percentage of demand pull projects is Positively 

correlated to probabilities of technical completion and 

commercialisation but noto interestingly, to the likelihood of 

economic success. The probability of technical completion is 
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negatively correlated to the percentage of projects stemming from R 

&D departments. This could suggest that R&D departments tend to 

support projects that are more ambitious and* thusp less likely to 

reach technical completion. Howevers. economic success is greater, 

given technical completion with ambitious R& D-originated products. 

The lesson of this analysis seems to be: perform market analysis 

early and consider a portfolio of market-based and R& D-based 

products to maximise both success and company growth. Table 2 

summarises these results. 

Table 2- Summary of key relationships associated 
with product success. (From Mansfield 
and Wagner, note 51) 

Early Percent R&D 
analysis demand pull source 

Probability of technical 
completion ++ 
Probability of comer ciali 3a tion ++ 
Probability of economic success ++ 

Cooper's 1975 report on the causes of failure of 114 new 

industrial products shows the extent to which resource deficiencies 

contributed to product failures. 55 Ta ble 3 provides a summary of 

these findings. 

Table 3- Resource dericienciea and product 
failure. (Frcm Cooper, note 55) 

Perctent of product failures 

very much 
plus 

Resource deficiency Very such Scmewhat somewhat 

Lack of financial R. 5.5(6) 17.3(6) 22-5(6) 
Lack of engineering S. or P. 8.2(4) 32.7(3) 40.9(4) 
Lack of R&DS. or P. 7.3(5) 30.0(5) 37.3(5) 
Lack of marketing 
research S. or P. 21.6(l) 43.2(1) 64.8(1) 
Lack of general management S. 9.0(3) 42.1(2) 51.1(2) 
Lack of production R. or S. 4.5(7) 15.3(7) 19-8(7) 
Lack of selling R. or S. 13.5(2) 32.4(4) 45-9(3) 

(Numbers in parentheses indicate rank in each columlu I'M stands 
for "resources"; "S. " stands for "skills"; "P. " stands for 
"People". ] 
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The high score of "lack of general Management skIlls" In the 

table above is not surprising. Much more interesting Is the 

importance of "marketing research" and "selling'% 

These factors are all the more critical as they should be 

considered as dependent, since one of the objectives of market 

remarch is to help orientating selling efforts. 

From a different per3pectivet Calentone and Cooper provide an 

empirically based description of new industrial products failures, 

along with a profile of the major causes of these failurea6 They 

di stingui sh: 
56 

Sales and competition enviroment misa3se3sment; 

Deficient prior market research; 

iii) Deficient engineering and marketing skills; 

(iv) Lack of integration of the new product/ technology into the 

cOmPanYl a experience base. 

Fig. 16 gives their typology of new product failure (i. e., the 

kinds of situations Most closely associated with new product 

f ail ures). 
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Fig. 16- A typology of now product failures 
(From Calentone and Coopers note 47) 

Cluster I: The Better Mousetrap Nobody Wanted" (28% of the 
f ail ures) 

Product failures in this group were unique products 
rejected by the market. The number of customers who 
might buy and use the product was over-e3timated. 

Cluster II: The He-Too Product Heating a CCIMPetitive Brick 
Wall 11 (24% of the failures) 

These products were similar to those already on the 
market. The market was correctly assessed, but the 
ease of dislodging campetitionwa3 over-estimated. 

Cluster III: , Competitive One-Upman3hip" (13% of the failures) 
These are me-too products hit by concurrent 
competitive entry. 7horough market studies and 
market testing were difficult - the product was not 
prepared to withstand competitive pressure. 

Cluster IV: "Eaviromental Ignorance" (7% of the failures) 
Products here were not matched with customer needs. 
There was a complete misreading of the enviroment: 
customers,, competitors* and goverment. 

Muster V: "Technical 'Dog' ProductO (15% of the fallurea) 
The3e were bad produCt3 - they did not do what they 
were auppo3ed to do. Poor R&D were blamed. 

Cluster VI: "The Price Crunch" (13% of the failures) 
The product was being offered at prices nigher than 
customers were willing to pay. When the product was 
introducedt competition out prices. 

One problem arises from this tYP0109Y: nothing is said about 

failures due to commerciali3ation deficiencies. This is surprising 

since, according to Cooper (see Table 3) shortcomings in 

commerciali3ation may rank second in the caU303 for product 

f ail ure s. 

How can these two viewpoints be reconcijLed ?A tentative 

answer could be expressed as follows: commeroialisation is the 

conclusive phaset ando accordinglyt may be considered as a mere 

yes/no test of success or failure of the now product development. 

k "no" (failure) is therefore interpreted in relation with the 

preceding phases and explained in the light of alleged deficiencies 

during these phases. Deficiencies during the commercial isation 

phase itself are not taken into oonsideration in the typology. 
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Von Hippel has studied the source of several successful 

industrial products and processes innovations, and reported the 

influence of customer requests upon industrial now product 

development. 

Actuallys, his results point out that in industrial markets, 

innovation U3ers are frequently the 30urce Of 3uCaes3ful new 
industrial products, as Table 4 indicates. 

Table 4- The influence of custotmer reqU93t3 on 
new product development. (From von Hippelt note 49) 

Study Type of innovation N 
Data available regarding pre- 
sence of customer requests 

A- Studies of Industrial Products 

Meadows Chemical products. 29 9 of 17 (53%) commercially 
(58) successful projects ideas 

were from customers. 
peplow Plant processest 94 30 of 48 (62%) successfully 

(59) process equipment implemented projects were 
and techniques. initiated in response to 

direct customers request. 
von Hippel Innovative process 49 Source of initiative for 

(60) equipment. manufacture of equipment 
developed by users (N=29) 
examined. Source clearly 
identified as customer re- 
quest in 21% of cases. In 
46% of cases frequent cus- 
tomer-manufacturer inter- 
action made source of 
initiative unclear. 

Berger Engineering 5 No project initiating re- 
(61) plastics. quest from customer found. 

Boyden Plastic 16 No project- initiating re- 
(62) addi tiv es. quest from customers found. 

Utterback Scientific instru- 32 75% initiated in response 
(63) ment innovations. to need input. When need 

input origiMted outside 
product manufacturer (57%) 
source was Most often custo- 
mer. - 

Robinson Standard and non- NA Customers reoogniae needo 
(64) standard industrial define functional require- 

products menta and specific goods 
and services needed before 
contacting suppliers. 
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Table 4- Contd. 

B- Sudies of Research-Engineering Interaction 

Isenson R&D accomplishments 710 85% initiated in response (65) judged key to suc- to description of problem 
cessful development by application-engineering 
of 20 weapon systems. group. 

Material Materials innovations 
advisory "believed to be the 10 In almost all cases the 
board result of research- individual with a well- (66) engineering interao- defined need initiated the 

tions. communications wi th the 
basic researchers. 

On the basis of his observationst von Hippel proposes three 

paradigms for industrial product development. They are reproduced 

in Fig. 17. 

Fig. 17- Three proposed paradigms for industrial 
product generation. (From von Hippel, note 49) 

Universe of 
standard 
industrial 

Paradigm Sequence of activities products 

Customer- product 110u3tom" 
active request industrial--> adoption --> from product by others 

customer 

Manufacturer- needs idea 
active research genera- -> idea 

by mfr tion testing 

Unfilled "generally advance development 
"known known" in Of >1 
need" user need technology responsive 

product 

The first paradigm, Customer- aotiv 9, reflects a situation in 

which customer surveillance is most likely to yield an efficient 

stream of potentially successful new products ideas. The 

Manufacturer-active paradigm is the conventional approach# in which 

needs inferred through market research are considered as Most likely 

to yield a new product success. The third paradigm reflects a 

situation in which "everyone knows" what the Customer wants but an R 

&D breakthrough is required before the desired product can be 
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achieved. 

Clearlyp the Customer-active paradigm is aimed at solving the 

problem of the compatibility between the addressing and the 

addressed systems in a revolutionary way: that of transforming the 

addressed system (potential users) into a self-addresaingo or auto- 

addressed systemp via the manufacturer of the innovation, as Fig. 18 

indicates. 

Fig. 18- Conventional and 
Customer-active paradigms 

product 

Addres3ing Addreased 
System sy3tem 

ý10, inforuation 
(through 
market 
research) 

product 

Manufacturer Auto- 
addressed 

(Self- 
request addressing) 

sy3tem 

In fact, von Hippells Customer-active paradigm is a second- 

order pull strategy: the point for the manufacturer is not so much 

to understand the potential cu3tomer3l needst as to convince the 

potential customers to express their needs to him. The 

manufacturer must sell himself as an adequate potential "satisfieril 

of the request& Accordingly, the problem of the relevant vector 

of commercialisation between the two systems is solved ipso facto, 

since the new product is virtually "made to order'% However, one 

may wonder whether the problem of commerciali3ation has not been 

merely translated from the post- manufacturing phase to that of pre- 

manufacturing: the manufacturer* if he wants to manufacture* Must 

sell his ability to satisfy the customer's request. On the other 

hand# the issue of the Customer-active paradigm must be related to a 

broader perspectivet that of the Interaction Approach. 
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The Interaction Approach 

The Interaction Approach is closely related to both "inter- 

organisational theories" and the unew institutionali3t3". The 

Interaction Approach views the organisation as part of a group of 

interacting units: in order to obtain necessary inputs (humans 

material or financial resources),, the organ13atiOn is seen to 

develop relationships with a number of other organ13ational units 

and thus it enters into a network of relationships. 67 The "new 

in3titutionali3tall as Williamson has its take the view that there 

are two alternative ways in which the exchanges or transactions may 

be handled between technologically separable units in a production 

or transformation process: the transaction can take place either 

within a market settings or be internali3ed in one organ13ational 

unit (a hierarchy),, i. e. two successive stages in the production 

process are vertically integrated in a hierarchically built 

organisation. 
68 The factors which favour the internali3ation of 

transactions are identified as the following: 

(i) The coordination of aeparate orpnisatiOn3 by mean3 Of market 

relations may be hindered by the complexity and uncertainty of 

environment: viable contracts are rendered very costly to 

design. 

(ii) The parties to such -transaction may become very dependent on 

each other: imbalanced dependence between the parties gives 

rise to opportun13tiC 3trategies. 

(iii) Information parity between separate organiaations is diffioult 

to achieve: "fair" deals arev thereforet impossible. 

(iv) Confliot3 are considered to be settled in a more efficient and 

1033 C03tly way within an organ13ations and sequential, 

adaptative dociaion-making is facilitated. 

The factors which keep the transactions in the market and which 
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ocunteract their internalisation are the following: 

Markets often do not operate as rigidlyt and organi3ations do 

not operate as smoothly as depicted in the idealised extreme 

models, and thus transaction costs increase. 

Imbalances are not always exploited in the short term in a way 

that increases the transaction cost& 

The Interaction Approach is based on both these theoretical 

constructs and the following idea: 

Both buyer and seller are interactive participants in the 

market: each may engage in the search to find a suitable 

buyer or seller, to prepare specifications of requirements or 

offerings and to manipulate or attempt to control the 

transaction process. 

ii) The relationship between buyer and seller is frequently long 

term, close and involving a complex pattern of interaction 

between and within each company. The marketers' and buyers' 

task in this case may have more to do with maintaining these 

relationships than with making a straight forward sale or 

purchase. 

(iji) The links between buyer and seller of ton become 

institutionalised into a set of roles that each party expects 

the other to perform. These proce3303 may require significant 

adaptations in organisation or operation by either or both 

companies. 

Uv) Close relationships are often considered in the context of 

continuous raw material or component aupply. 
69 

Accordingly, the marketing and purchasing of an industrial good 

may be seen as an interaction process between two Parties in a 

certain environment. This way of depicting industrial marketing 
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and purchasing involves four basic elements: 

i) The interaction process; 

ii) The participants in the interaction process; 

(iii) The enviroment within which interaction takes place; 

( iv) The atmosphere affecting and affected by the interaction. 

As a conclusiont and in the perspective of the present research, 

it can be said that the Interaction Approach provides a broad 

theoretical framework for marketing strategies. In this respect. 

the Customer-active paradigm may be seen as based on non- 

internali3ed interaction. 

Throughout the studies reviewed abovet the problem of 

coismarciali3ation seems not to have attracted a lot of interest on 

the part of the researchers. "Selling effort" is generally 

understood in quantitative terms (economic or human resources) 

rather than in qualitative terms (commercial strategy). 

Baker has recently pointed out this relative neglect of 

commercial isation deficiencies as possible causes of failures of now 

industrial products. 70 As already 3uggestedt a reason for this 

could be that any deficiency in the commercialisation phase may be 

seen as a consequence of some previous phases' deficiencies. This 

may be truet but# at lea3to these consequences and their bearing on 

the commercial process must be identified. This is an important 

questions and the present research is devoted to showing that the 

selling efforts towards companies of potential users may yield 

different outcomes (adoptions rejections deferred deQ13ion) 

according to the characteristics (rationalities and strategies) of 

the organi3ational members to which these Selling efforts are 

directed. - This point is expanded in the following section. 
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SECTION 2 THE ADOPTION PROCESS WITHIN THE ADDRESSED S'rSTZM 

This section concentrates on the buying behaviour of the innovator-'s 

target segment. At this pointo as Choffray and Li-Lien have it, the 

question the innovator faces is: "How can we determine the likely 

purchase behaviour of our target oustomera? n7l After reviewing the 

literaturet Choffray and Lilien argue that answering this question 

supposes that the following issues have been addrea3ed: 72 

Need specification heterogeneity: potential customer 

organisations may differ in their need specification 

dimensions (Le., in the criteria they use to specify their 

requirements); 

(ii) Buying centre heterogeneity: potential customers may differ 

in the composition of their buying oentre; 

iii) Evaluation criteria heterogeneity: decision participants may 

differ in their sources of information as well as in the 

number and nature of the criteria they use to assess 

alternatives. 

In turn, these points raise the que3tion3 of: U) the decision 

and adoption processes at the organi3ational level; (ii) the 

decision and adoption processes at the individual level; (iji) the 

3egmentation of companies according to (i) and (ii). The following 

lines deal with these questions and sugge st alternative 

perspectives. 

2.1. The Organisational Level within the Iddressed Systes 

The prevailing theories of the adoption of innovation within a firm 

are well in3tanced in Nabseth and Bay's international atudy. 73 

Fig. 19 illustrates the prooe3. s. 
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Fig. 19- The internal proc*. Is of adoption 
within a firm. (From Nabseth and Ray, op. cit. 

Innovation (outside the firm) 
ti I 

First inf ormation 

Information flow 

Interest aroused (awareness) 

t2 Study commissioned 

Study completed 

Consideration 
QII 

Decision (adoptions temporary rejection, 
rejection) 

By t1, it is meant the time elapsed before the firm is reached 

by information related to the innovation. This time may vary, 

since information about a new techniquet product# or process apreadis 

through various channels and not all firms hear about the innovation 

simul tane ously. 

After the first informationt more and more facts oome into the 

firms about the advantages and limitations of the technlques from 

various sources: suppliersp oompetitorst the oompany#3 own R&D 

department, etc. The time elapsed between awareness and 

consideration (t2)9 is said to be a function of the firm's interest 

in innovation in generalt operating conditions, and alertness of 

management. 
The time elapsed between consideration and adoption W) is the 

time required for planning and real13ing the organi3ational 

adaptations that should be implemented in order to operate the 

innovation. Other approaches to organisational oriented models 

have been developed, and a summary of them may be found in Zaltman 

et al. 's comprehensive analysis of innovations and organi3ations. 74 
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Fig. 20- Organi3ational oriented mode13 
of the innovation prooea3. (Fr(M 
Z al tman et al. , op. oi r.. s, p. 6e. ) 

Milo(75) Shapard(76) Hage and Aiken(77) 

1. Conce ptuali sa tion 1. Idea generation 1- Evaluation 
2. Tentative solution 2. Adoption 2-Initiation 
3. Resource getting 3. Im P1 ementa ti on 3. Impl ementa tio n 4. Impl ementa tion 4. Routinisation 

Wil. son(78) 

1. Cmeeption of the change 
2. Proposing of the change 
3. Adoption and implementation 

Zaltmans Duncan and Holbeck(79) 

I. Initiation Stage 
1-Knowledge and awareness 

aub-atage 
2. Formation of attitudes 

towards the innovation 
3ub-stage 

3. Deci3ion sub-3tage 
II. Implementation stage 

1. Initial implementation 
sub-stage 

2. Continued-auatained 
implementation sub-3tage 

Whether referring to situatiom where the innovation 13 

generated within or outwith the firms these models share some common 

f actor 3. Moreovert the distinction between endo-generated and exo- 

generated innovations must not be over-rateds since all innovations 

have a common denominator: their relative novelty. If an 

innovation is viewed as "... any ideas practices or material artifact 

perceived to be new by the relevant unit of adoption", " then it is 

not surprising that all these models start with a cognitive stage: 
81 

"Knowledge of the innovation is a oruoial, first sub-3tage of 
initiation [and] before any innovation can take place or be 
adoptedt potential adopters must be aware that the innovation 
exists and that there is an opportunity to utili3e the 
innovation in the organisation. " 

Th036 consideratiOa3 3Ugge-St varioua remark3o which are 

indicated below. 

2.1.1. The Ambiguity or Awareness 

14oat of the organisational oriented models of the innovation prooe33 
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postulate an initial stage of awareness (from which atom 

Koonce ptuali 3a tion"t uevaluationwo "conception of the change", 

eta. ). This concept, easily used at the individual levelt is a 

problematic one when applied to organisationa. When dealing with 

innovations generated outside the firm, awareness refers to the 

perception of some information about the environment, an the latter 

is more or less modified by the innovation. But environment is 

increasingly viewed as a powerful source of ambiguity for the 

organisation. According to March and 013en, 82 

"Environmental actions and events frequently are ambiguous- 
It is not clear what happenedo or why it happened. Am bi gui ty 
may be inherent in the eventst or be caused by the 
difficulties the participants [in the organisation] have in 
observing them. The complexity of, and change int the 
environment often overpower our cognitive capacity. 
Furthermore, our interpretations are seldom based on our own 
observations; they rely heavily on the interpretations 
offered by others .. 9 the degree of ambiguity will be strongly 
dependent upon the efficiency of the channels through which 
interpretations are transmitted. " 

7herefores, taree points must be put forward: 

(i) Organi3ational awareness may not be an immediate phenomenon: 

it may require the mediation of variOU3 (human) ohannels, 

characterised by various funotions and expertise& 

Ui) Organisational awareness may not be thO Outoome of a 

transcendental and disembodied process by means of which 

organ13ational members are made aware of an innovation: 

information may be interpreted and processed out of a complex 

environment. 

(i. ii) Organisational environment may not be homogeneous: different 

information sources from the environment may reach different 

organisational members. Even the same source of information 

may reach various organi3ational sub-units (which may differ 

in their tasks, roleas, objectivesp education, etc. ). 
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These points are of paramount importance if one considers the 

bypothesis that some organisational 3ub-units may be more likely to 

accept the innovation than others. At this 3taget it is sufficient 

to suggest that the likelihood of acceptance may be related to 

individual or small group (sub-unit3) rationalities and 3trategies. 

The question of the various organi3ational rationalities and 

strategies is examined at length in Chapter V. 

2.1-2. Me Ambiguity of Relevance 

When Zaltman et al. refer to the "relevant unit of adoption'$ in the 

definition quoted above, two questions may be raised: 

By unit, 13 it meant the whole organi3ation, or the 3ole 

department which 13 concerned by the innovation? 

(ji) According to which criteria is the relevance to be ascribed 

(criteria of use, awarenessip needo eta. )? 

Consequently, four remarks MaY b9 pointed out: 

The relevance of the innovation to any potential unit of 

adoption may not be only a function of both the 

characteristics of the innovation and the "objectivell 

characteristics (tasks and mission) of the organisational 

members: it may depend upon (a) the relationships between the 

organisational sub-unitst (b) the potential effsots of the 

innovation on these relationshipst and (o) the rationalities 

and strategies of the sub-unit3; 

ii) Because of this ambiguity of relevance, azW innovation may be 

seen as a source of uncertainty by OrgILni3atiOM1 3ub-unit3; 

Ciii) Because of the ambiguity of relevance and Of its oon30Quenoes, 

attemPt3 may be made to reduce this ambiguity: tentative 
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definitions of the innovation may be suggested within the 

organisation. 

(. Jv) Theas tentative definitiona may give ri3e to power play3o 

inasmuch as by defining the innovationt one determines the 

kind of rationality which will apply to the problem ands 

thereforep points out the organisational sub-unit which will 

deal with the innovation. 

The Ambiguity of Opportunity 

The potential adopters, awareness of the innovation and of an 

opportunity to use it in the organi3ation 13 seen as a condition 

gine qua non of adoption. Actuallys, according to Zaltman at al. 9 a 

major question here is "whether the awareness or knowledge of the 

innovation comes firsto followed by the development of a need to 

innovate or vice-versa.,, 
83 In this re3pect, Rogers and Shoemaker 

acknowleage that "... r83earch does not provide a clear answer to 

this question of whether awareness of a need or awareness of an 

innovation (that creates the need) OOM63 fir3tn84 

Obviouslyt to oonsider a potential need as an opportunity to use 

the innovation leads one into a vicious circle. A Possible way to 

escape this vicious circle - and to solve the question raised by 

Rogers and Shoemaker - would be to stop considering "needs", 

isawarene33119 and "opportunities" in abstracto. Indeedp one may 

question the notions of organi3ational opportunities and needst and 

replace them by the notion of a constellation of various 

organ13ational aub-unit3l opportunities and needs. Con36quently. 

opportunities should be related to these 3ub-units' expectations, 

goalat expert13es and strategies within the organi3ation. Cohen et 

aL suggest this view when they write that: 85 
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"A solution is somebodyls product. A computer is not just a 
solution to problem in payroll management, discovered when 
needed. Despite the dictum that you cannot find the answer 
until you have formulated the qU63tiOns you often do not know 
the question in organi3ational problem until you know the 
answer. " 

Accordingly, the following points may be 3UggSStOd: 

( J) Opportunitiest or needst may vary within the organi3ation; 

Opportunities, or needs# may be ambiguous at the 

organisational level; 

(iii) Opportunities may be related to the actors' strategies within 

the organisation. 

Another common feature to the organiaational oriented modelB of 

the innovation process is that of evaluation (of.,, "decision 3ub- 

stage", v1proposing of the change"t woon3ideration'lo ate. ). Thi 3 

Ooncept is not any simpler than the previous ones. 

The Ambiguity of Evaluation 

In th13 sub-3tage, the information concerning the potential 

innovation is evaluated. According to Zaltman et al.: 86 

"At this point in the innovation proceses the organisation 
needs to process a good deal of information. It is therefore 
necessary for the organi3ation to have effective channels of 
communication. " 

Such a viewpoint is heavily influenced by the cybernetic theory: 

jLnformation is viewed as a neutral stream of data@ flowing through 

the organisation (see Chapter 111* 1.1.1.4. ). ka previously 

examinedo 'other schools propose alternative approaches: information 

can be retainedt distortedo and may stand as a strategic asset for 

the organisational actors (see Chapter 111,1.2.1. ). Accordingly* 

the following points should be considered: 
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( i. ) The information related to the innovation may be interpreted 

and altered throughout the organisation; 

(: Li) These interpretations and alterations may be related to the 

actors' rationalities and strategiest which are components of 

the organisational. climate; 

(: Lii) Thereforet the channels of the information may be of paramount 

importance as regards the outcome of the evaluation phase; 

JV) kll the possible organisational conveyors (vectors) Of this 

information may not have the same importance within the 

Organisation: some may be more likely to influence the 

decision process than others; 

(V) There may be some propitious vectors of information: some 

organisational sub-unit3 maybe oonvey the information related 

to the innovation in a way more likely to result in its 

acceptance than others; 

(vi) It is possible that these characteristics Of the 

organisational information vector3 may be related to their 

strategies and rationalities# as components Of the 

organisational climate. 

The model 3 reviewed above contain other common f saturest but 

these are mainly related to the po3t-docision phases ando therefore, 

diLacus3ing them is not relevant to the present researoJ2. 

The various points which have been underlined in 2.1. will give 

rise to re3earch hypotheses. MOM bYPOth*963 Will be formulated 

in Chapter VI, after examining the concepts of strategies, 

rationalities and de013ion-making (which furnish the interface 

between Organisational climate and the acceptance Of innovation) in 

more detail in Chapter V. 

7he mode13 discu3sed above foous on the organiaational level of 

the innovative prooes& The unit of analysis ja the firmt and this 

doe, s not allow for an examination of individual influencea on the 
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various sequences that lead to adopting or rejecting (temporarily or 

otherwise) the new industrial product or process under 

oonmdderation. Consequently, a more complete understanding of the 

pbenomenon of technological innovation adoption should be gained by 

taking into consideration organisational members# characteristic& 

2.2. The Individual Level within the Addressed System 

Me following lines are aimed at enhancing the incLividual factors 

which are involved in industrial buying processes and the central 

concern is to assess some classical models Of industrial buying 

behaviour in order to gain insights into the influences individuals 

may have on the organi3ational process. Howeverg components other 

than those strictly related to individual influences will have to be 

charaoter13ed (e. g. t environmental factor3o product features, etc. ) 

an they may modify these individual influences. 

As regards the scope of amlysisp three alternative approaches 

may be identified: the researcher may resort W to individual 

oriented models of adoption of innovation; or (ii) to models of 

industrial buyer behaviour; or (iii) to the few models of buying 

beboviour related to new industrial products. The first approach 

suffers from its over-generality: innovation is often thought of in 

terms of social or general organiaational change. The third 

gLpproach would be the most interesting onep but the small number of 

&vailable models does not enable a sufficiently comprehensive 

judgment to be formed. The second approach will therefore be 

adoptedo as it already deals with industrial products ands 

generally, takes into consideration organi3ational aspects. 

Attention will be focused upon models of industrial buyer behaviour 

andt when possible, emphasis will be placed on specificities 

resulting from innovation situation& 

153 



CHAPTER IV 

Integrated Conceptual Models 

There exists a number of studies or researches reviewing models of 

Industrial buying behaviour# but they generally lack coherence or 

simplioity. 
87 The models aimed at d63aribingo explaining or 

predicting industrial buying are quite different from the general 

models Of consumer behaviours" although their structure is a 

traditional one: inpUt3t Outputs# black box# and a set of exogeneous 

factors. 

Robingon and Farie Model: Buygrid 

Robinson and Faris have developed a descriptive model of industrial 

buying behaviour which categor13es this process according to 

purchase situations. 89 Basically, the Buygrid model is a 

classification of the process pha3e39 which are summarised as 

f ollows: 

( i) Problem awareneast 

(ji) Determination of the product to buy (character13tiC3 and 

quantities), 

(i. ji) Search and evaluation of the potential aupplierrs, 

JLv) Collection and analysis Of the proposalst 

V) Evaluation of the proposals and choice of the suppliers, 

(Vi) Selection of the order prooeduret 

( vii) Control. 

Buygrid is interesting ina3Muoh as a distinction between 

purchase situations may prove useful in terms of strategy. The 

major shortcoming of the model is that it is not sufficiently 

Oosprehensive. The model nOgIOCt3 the influence of organiaational or 
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environmental variables on the industrial buyer's behaviour and 

does not allow for an analysis of the buying oentre organiaation. 90 

Webster and WindI3 Model 

Conver3elyt this analysis is at the core of the model of industrial 

buying behaviour which has been designed by Webster and Wind. 91 

They suggest that the buying process may be thought of as a 

decision-making process liable to be notationally eXpre, 93ed as 

f oil ows: 

BB= f(I, G, O, E), where 
BB= buying behaviour; 

I-x individual characteristics Of the buying centre, 
including their personality, motivations, cognitive and 
preference structures; 

Gz interpersonal relationships between the buying centre 
members (users, adviserst deci 3ion- maker st filters) with 
respect to the problem under consideration, ort 
generally, interaction. % structures of the group and its 
leadership models; 

oz organi3ational characteristics related to the problem 
in question (technologys structures* etc. ); 

E-z environmental factors (economic, legal* techn(>. logical 
O. J. 

The model may be read as fOllOW3: buying behaviour (BB) is a 

funotion of the individual charaCtOri3tiCS (I) of the buying centre 

memberst of the specific characteristics, Of the buying centres, or of 

tl2o group (G) in charge of the purchaas process, of the 

Organisational (0) and environmental (E) oharaoteristiose 

Webster and Wind magnify the influGnQ6 Of the environmental 

factores which may be related to other oompanie3 or technological, 

politicalt economiCp 300iologioal and cultural conditions. 

110wever, the author3 do not indicate the exact nature and effect of 

tj2ese environmental influence& 

The organiaational characteri3tics related to the buying procems 

oonsist of the policiest procedureat decision rule3 and criteria 
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which orientate the choices between possible products and supplier& 

The interpersonal characteristics refer to the relationships 

within the buying centret where each individual aims at imposing his 

own system of needs, objectives and attitudes. The individual 

actor stands at the centre of Webster and Wind's model. 

Basically, his very pref erence3 and attitudes are seen as crucial 

for the outcome of the decision process. 

This model is fundamentally a descriptive onev essentially aimed 

at improving the analysis of industrial buying behaviour. How ev er r 

one may regret that the model does not relate the suppliers' 

Oommercial strategies to the buying behaviour (outoome of the 

process). 

2.2.1.3. ShethI3 Model 

Sheth's model is both original and unifying. 92 It is not content 

with putting forward a taxonomy as Buygrid does,, but di3pl aY3 the 

whole set of the elements which may influence buying behaviour, 

including their inter-relationships. Moreovers this model is 

different from Howard and Sheth's previous one inasmuch as it 

oonzi3t3 of fewer and specific variables. 

Buying behaviour is factored into three main el6Ment3. Th e 

f. irst refers to the buying centre, the psychological universe and 

the expectations of the deci sion- makers; the second concentrate3 on 

the influence of the purchase situation, while the third focuass on 

001jective deci3ion-making feature& 

The members of the buying centre have different expectations. 

which result from their education, way of life and the role they are 

ajssigned. 
The second part of the model deals with the influence of the 

purchase aituation on the buYing PrOC033, and with collective or 
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Individual features of the decision. As regards the factors 

inherent in the product, the level of perceived risk, the novelty or 

Ijaportanoe of the purchase tend to foster collective decision- 

juakingt while pressing circumstances would generally lead to 

Individual deci sion- making. 

The third part of the model is devoted to analy3ing the 

colleotive deci3ion-making process# and four methods for conflict 

rewlution are identified. 

Sheth's model points out the essential factors of industrial 

buying behaviour: 

1) the decision process# 

ii) the buying centret 

iii) the influence of individual characteristics# 

jv) the influence of organisational characteriatiost and 

V) the collective aspect of the deoiaion-making process. 

Furthermore, the model takes into consideration the various 

sources of informations be it within the addressing 3Y3t6MI3 

control or conveyed through word of mouth communication. H ow ev er, 

the model 3UPPOses a level of rationality of the decision which may 

be questioned in the light of the orgazi3ational literature. Thi a 

point is developea in Chapter V. 

2.2-1.4. HillierI3 Model 

Hillier identifies three main PrOC03363 in industrial buying. 93 

The first one refers to the individual oommi tMent to the buying 

prOO033; the second one is related to the relationships between 

buYers and sellers; and the third one is the internal process which 

takes place within the purchasing organisation. 

As regard3 the purchase process itself, Hillier was able to show 

157 



CRAPM IV 

that its length is a function of three parameters: the complexity 

of the products being purchaseds the complexity of the commercial 

procedures involvedt and the complexity of the interactions between 

the participants in the purchase decision. 

Hillier's distinction between three phases within the process 

x1ay prove a useful tool for marketers. The first phase is soon as 

a negative stage, since the decision cannot be made until another 

decision is madet which enables the deci3ion-making process to 

dev el OP. Once the enabling decision is madev the deoi3ion-making 

process is at the starting point (zero-point). Other decisions 

w ill be made during the later phase3v which compound the positive 

stage. The appeal of this analogy is diviaablo as follows: 

(i) It acknowledges that decision-making in industrial buying 

situations consists of a sequence of incremental decisions 

rather than a single and global decision; 

It shows that potential suppliers should concentrate their 

selling efforts on the individuals involved in the negative 

stage and zero point; 

iii) The relationship which is drawn between the nature of the 

purchase, the size of the buying oentre and the length of the 

buying process furnishes useful indications of the time-limit 

within which would-be suppliers can submit their proposals. 

Accordinglyt Hillier's model is an important move towards 

operational models. However, it must be pointed out that this 

breakthrough is made at the expen36 Of OOmPr6h6n3iVGne3siP since very 

few variables are identified and aharacterised as to their influence 

on the decisiorL 
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Ozanne and Churchill'3 Model 

As already pointed cuts the models of the diffusion of innovation 

were first designed within spheres other than those of industrial 

productso, before being adapted to the field of industrial marketin& 

3: n this respects the most prominent works are those of Rogers within 

the scope of rural 300jologyv94 which were adapted to industrial 

marketing by Ozanne and Churchill. 92 

Because of this specificityt Ozanne and Churchill's model may 

be studied and analysed along with models concentrating on 

industrial marketing. The model identifies five types of factors 

WILthin the process of adoption of industrial products: 

the factors which originate the adoption process, 

these which condition the final decision, 

(: Lii) the length of the process, 

(iv) the alterna tive solutions which are evoked, 

( V) the role of the sources of information. 

Although the empirical findings gathered by these researchers 

are not very 3ignificantt the conclusions that can be derived from 

them support other work3 and are consistent with intuitive anaIY3i& 

Large organ13ations with a high proportion of technical or 

scientific human re3ource3 are said to adopt technological 

innovations in order to satisfy needs created by new products or 

proce3se3. Small organisations' needs for innovations are more 

often caused by problems related to labour skills. 

As regards the factors which condition the final decision, 

economic factors seem to prevail in large technological 

organisatiOn3, while past experience With suppliers seems more 

isix)rtant for buying oentres consisting of senior executives. 

Moreovers, the empirical findings have proved the positive 

159 



CHAPTER IV 

oorrelation between the size of the buying centre and the length of 

the process to be significant. In this respect# the number of 

alternative solutions considered and the variety of information 

sources seem to be Positively correlated with the buying aentre 

umbers' level of education and broad- mindednS 3& 

Ozanne and Churchill's descriptive model sheds an interesting 

light on the adoption process of industrial products. In 

particulart it is more explicit than the previous models about the 

irifluence of would-be suppliers' oommunioation3 upon the process and 

the final decision. Martilla provides an empirical basis for the 

hYp0the313 that personal information plays an increasing role over 

the adoption process (Le. t the closer to the decision# the more 

ijaportant is personal information). 96 Table 5 indicates the 

ijaportance of personal communication throughout the adoption 

process. 

Table 5- Utilisation of information 3OUrOO3 according to 
adoption process phases (From Martilla, note 96, P-175. ) 
(Chi-square test 0.001-significant) 

I Nusber and frequenoy of utilisations 
Consulted sources I- 

I Initiation EvaluatIon Control 
-_ I 

Personal sources 1 334 (51%) 349 (70%) 289 (74%) 
Inpersonal sources 1 318 (49%) 151 (30%) 103 (26$) 

Total 1 652 (100$) 500 (100%) 392 (100%) 

- __ __ __ 
I 

Accordingly, early innovator3 have a powerful influence on the 

decisions to be made in other companies. The high proportion of 

innovating companiG3 which have been oon3ulted by other oompanie3 

contemplating similar innovations have been Pointed out by 

Czepiel. 97 

The 3earch for information by 00MPan: L43 PlaY3 an isportant part 

when defining the strategies aimed at adopting neW industrial 

products. Researches concerned with Modelling the adoption of 
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Innovationo although shedding some light on the process of 

Industrial buying, have not already put forward very significant 

ejapirical findings, in terms of scientific validity. Their 

external validity is generally confined to the products under 

oonsideration within the sample of reference, while their internal 

validity is bounded by observation and measurement difficulties. " 

2.2.1.6. Chof fray and Lilien'3 Model 

Choffray's early works suggested that differences exist among the 

choice criteria used by the various categories of participants in 

the buying decision-99 These differences are the basis of Choffray 

nd Liiiez! f s model of buying behaviour and adoption of industrial 

p"OdUCt& This model first appeared in 1978P100 before giving rise 

to a more elaborate approach to market research and market 

anaeasment strategy. 
101 Actuallyt these researchers have developed a 

model of response to industrial marketing strategies and an 

associated measurement methodology. The model drMW3 Upon State-of- 

the art knowledge of organi3ational buying behaviour and the theory 

, of diff usion of innovation. It treata issues of determining the 

size of industrial product markets and addresses the problem of 

gogmentation procedure& The processes of organiaation3i gaining 

awareness oft and setting purchase requirements forp DOW Products 

are considered. In addition, model elements deal with differences 

JLn the deci3ion-maker3l product perceptions and preferences, group 

d4loision formation, and the rate of sales growth of a new product 

from its introduction to its ultimate potential. 

Basically# Choffray and Lilien'3 model focuses On the links 

between the characteristics of an Organisation's buying aentre and 

three major stages in the industrial purchasing decision process 

through: 
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Elimination of evoked product alternatives that do not meet 

organisational requirements; 

(ij) Formation of decision participants' preferences; 

(iii) Formation of organisational preferences. 

Actually, few empirical studies have dealt with preference 

formation in industrial markets. Lehman and O'Shaughnes3y have 

reported significant differences in the relative importance of 

. several evaluation criteria, both among industrial buyers and across 

categories of products purchaaed. 102 Cardozo and Cagley have 

analysed procurement managers' preferences for -specific bids and 

bidders that involve different level of ri3ic3.103 Hakanson and 

Wootz investigated a similar problem# but in an international 

environment. 104 These studies noted the importance of perceived 

risk in individual buying behaviour. Scott and Bennet studied 

linear attitude models used to account for engineers# pref erence3 

for different brands of transistors-105 Wildt and Bruno Used a 

linear model to predict rank ordered preferences for capital 

equipment. 106 Choffray and Lilien developed models of individual 

preference formation and assessed the importance of differences in 

evaluation criteria across decision groups in the formation of 

individual preferences. 107 

Obviously, the problem of preference formation must not be 

overlooked in the present research& since preference models may be 

geen as resulting from the actors' rationalitie& Accordingly, the 

present research is conceptually upstream to that of Choffray and 

Lilian. A traditional distinction exi3ts between oompenaatory and 

non-com pensatory models of individual preference: 

Compensatory models allow trade-offs between attributes (ie., 

a low price can compensate for a short time of warranty); 

Non-com pen-satory models do not admit such trade-offs. The 
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three types of non-com pensa tory models are: 
(a) Dominance models: these assume that when comparing 

alternatives, individuals identify the subset of them that 

dominate all others on all evaluation criteria 

simultaneously; 
(b) Conjunctive-disjunctive models: conjunctive models assert 

that a product to be considered for final choice has to 

meet minimum requirements on all evaluation criteria 

simultaneously. Disjunctive models evaluate product 

alternatives on the basis of their maximum level on some 

criteria. To be considered for choice, a product has 

then to exceed the requirement on some, and not all, 

evaluation criteria; 
(c) Lexicographic models: these processes attribute levels 

sequentially. First, product alternatives are ranked in 

accordance with the most important evaluation criterion. 

If all of them can be ranked alongside this criterion, the 

remaining evaluation criteria are not considered. 108 

The differences in choice criteria and models of preference 

formation were used by Choffray and Lilien as bases for segmentation 

procedures. The problem of segmentation. is addressed in 2.3. 

2.2.1.7. Baker's Model 

Modelling buyer behaviour has long been at the centre of Baker's 

works. Baker's model has been subject to various modifications 

since it appeared in 1976.109 The current version of the model may 

be stated notationally as: 
110 

P- f [SP, (PC, EC, (Ta-Td), (Ea-Ed), BR)I, where 
P- purchase 
f- an unspecified function of 

SP- selective perception 
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PC-- precipitating circumstances 
E Cam enabling conditions 
Tazz technological advantages 
Td-- technological disadvantages 
Ea-- economic advantages 
Ed= economic disadvantages 
B P. - behavioural response 

PC is equivalent to "awareness", EC to "interest", (Ta-Td) and 

(Za-Ed) represent "evaluation"# and BR dictates the action taken. 

Baker acknowleages that the precise nature of the function is not 

known and points out the unlikelihood of formalising such an elusive 

interaction between the variables of the model. 111 Enabling 

conditions (EC) embraces all those factors which make it Possible 

for a prospective purchaser to benefit from the now product. 

According to Baker, the OXi3tence of EC will define mail those 

individuals or organisationa which conceivably have a use for [the] 

new product. "112 However, EC is a necessary but not sufficient 

condition for defining the potential market for a product. A more 

selective focus is provided by the identification of precipitating 

circumstances (PC) which would have the effect of "Converting an 

essentially latent primary demand into an active recognition of the 

possible means of satisfying a felt need. "113 

Although the fundamental structure of Baker13 s eq ue n ti al 

process model has remained relatively unchanged over time, a recent 

modification has made it much more powerful. 7hiz Modification is 

the introduction of the selective perception variable (SP) into the 

model. By placing SP at the beginning as a factor mediating the 

other variable3t it is aimed at communicating that awareness Of a 

purchase opportunity (EMP the information selected for eValuation 

and the interpretation placed upon it (Les (Ta-Td) and (Ea-Ed)) 

are relative and subjective procesae& This seems to reprempent a 

move from Baker's early emphasis on the buyer's economic 

rationalitY. 114 In fact* the introduction Of SP in the model 811OW3 

both a sharper analysis of buying behaviour and a greater 
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dListinction between the rationalities which deal with the purchase 

problem. Actually, it is the mediation of such a selective 

variable which 13 lacking in the models reviewed above. Even in 

Choffray and Lilian's models the sophisticated basis of 

segmentation (which integrates models Of preference formation, 

zodels of individual choices model of collective choices eta. ) fails 

to consider that awareness may be subject to subjective variations 

according to variables which must be identified by the researcher. 

It is this research's suggestion that two of these mediating 

variables (influencing selective perception) are the decision- 

inakers' rationalities and strategiest which are considered as 

components of organisational climate. 

Besides the explicit reference to selective perceptions Baker's 

imodel is of a double interest: it is both flexible and general. 

On the one hands like that of Choffay and Lilient Baker's model 

applies equally to the purchase of a product of which the user has 

no prior experience (innovation) and to the purchase of known 

products Unwhich case some phases Of the model may be omitted). 

On the other hands tne model's structure enables it to be applied 

either to individual or to organ13ational buying situations. 

According to Baker, the distinction between a "qualitative/ 

behavioural nature" of the former and the "quantitative/ 

rational/economic nature" of the latter is largely spurious: "all 

buying decisions are subject to the same economic and behavioural 

influences and in the majority of cases follow the same proceas. 11115 

Naturally* the price far the model's generality and flexibility 

JLs its lack of specificity. Howevers the model may be made 

specific and operational if the interested marketers introduce into 

it the particular parameters of the problem they are ooncerned with. 

In facts the model achieves a powerful OOMPromise between over- 

specificity* which would reader it impractical* and over-generality, 
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which would confine it to triviality. 

2.2.2. Evaluation of Integmted Conooptual Models 

Robinson and Faris' pioneer model lacks 00mPrehensivity but, at 

isaato is interesting in terms of simplicity. Webster and Wind's 

model and Sheth's model are both general and very complete. 

The main advantages and deficiencies of Webster and Wind's model 

stem from its general character. The model provides marketers both 

with a good synthesis and an analytical scheme which deals with 

Industrial buying behaviour key variables and their interactions. 

But it does not always offer sufficient information about the 

influences of these variables. 

Prior to Sheth'3 modelp Webster and Wind's model has hade and 

still ha3v a good heuristic power, since it has attracted several 

reawarchers investigating various particular fields. Fur th erm or e, 

the model may be used as an integrative reference by those trying to 

gain general insights into industrial buying behaviour. 

As for Sheth's models it does not take into 3Urficient 

consideration the situational and contextual variables which 

influence both the process and the purchase decision. 

Hillier's model innovates by conceptualiaing the internal 

process pha3eas and is more operational than the Previous models 

since it takes into consideration the aupplier-au3tomer 

relationship, as well as the suppliers$ marketing strategies. 

Howevert Hillier's model is less comprehensive than those of Sheth 

and Webster and Wind. 

Ozanne and Churchill's model was developed in order to 

obaracterise the process of adoption of new industrial products. 

owing to this specific characters the model presents a sequence of 

cognitivev affective and conative phase& Howevers although the 
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model points out the influences of stimuli on each phase, it does 

not identify the various purchase situations taken into 

oonsideration by the other model& 

Choffray and Lilien'3 model is interesting inasmuch as it is 

one of the first operational approaches to industrial buying 

behaviour: it deals with the individual preferences of the buying 

oentre'3 members* and addresses the issue of integrating these 

Individua. L preferences into collective decisions. Ila this respect, 

: Lt is worthwhile noticing that the present research differs from 

that of Choffray and Liiien inasmuch as it is herein suggested that 

these preferences are not to be understood in techno-economio terms 

only. 
Choffray and Li. Lien's model can be applied to new industrial 

products and develops a methodology for assessing and analy3ing 

iLladustrial buyers' preferences and utilising these data in terms of 

marketing strategy. While the previous global models are 

083entially qualitative and descriptivet Choffray andLilieV13OnG 

lends itself to quantificatioru 

To be sure, Baker's model does not lend itself to 

quantification. Rathert it aims at providing a conceptual 

framework for marketers. 7he advantages of this framework are the 

f oil owing: W the introduction of the mediating selective 

perception variable enables a new kind of segmentation to be 

performed (based# for examplet on the deci3lon-makers' rationalities 

and strategies); (ii) the model applies to innovation; (iii) the 

model refutes the traditional and increasingly challenged dichotomy 

between consumption rationality and industrial buying rationality. 

Fig. 21 provides a synoptic evaluation of the aforementioned 

models. 116 
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Fig. 21- Synoptic evaluation of global model3 

Model a 1R. & B. 1W. & W. 13. 1H. JO. & C. 1C. & L. 1B. 
Criteria 

lFormal criteria 
Quality of formulation 14 14 16 14 14 16 131 
Internal consistency 6 15 15 14 14 15 151 
S tr ength 0 14 

1 
14 
1 

16 
1 

16 
1 

12 
1 

161 

ISmantic criteria I I I I I 
1 
I 

I JLocuracy of vocabulary 13 13 13 13 13 14 131 
Conceptual unity 14 14 13 12 14 14 141 
Empirical inter- I I I I I I II 
pretability 4 13 14 "4 12 15 141 
Representa tivi ty 4 14 

1 
13 
1 

14 
1 

13 
1 

151 
11 

lNbthodological criteria 
Falsifiability 14 12 11 14 12 15 121 
Methodological I I I I I I 1 11 

I simplicity 
I 

14 
I 

13 
I 

11 
I 

14 
I. 

12 
I 

14 
I 

141 
II 

lEpistemological 
criteria 

Factual conf irmation 6 NS I NS1 4 12 14 14 
Ori gi Mai ty 12 4 14 1,4 14 14 161 
zxternal consistency 4 14 14 14 14 16 141 

1 unifying power 2 14 14 14 14 12 141 
1 Heuristic power 1 16 13 16 .14 11 2 151 

Stability 2 12 12 12 12 14 161 

( "Meaning" of the grades: NS = not studied; ba very good; 5a 
good to very good; 4= good; 3a fair to good; 2a fair; 1z 
poor to fair; 0= poor] 

Criteria for analysing the models: 

i) Fomal criteria 
(a) Quality of formulation: the theory is consistent with 

elementary logic, rules; 
(b) Internal con313tency: the theory does not contain any 

contradiction of logic; 
(a) Strength: the theory enables other theories to be 

derived; 

1i) Semantic criteria 
(a) Accuracy of vocabulary: the theory does not U30 ambiguous 

or fuzzy notions; 
(b) Conceptuai unity: the theory components refer to the 

3ame set of behavioural phen(nena; 
(a) Empirical interpretability: the theory may be 

0 perationaliseds it can give rise to OXPGrimentation; 
(d) Repre3entativity: the theory deals with fundamental 

proce33e3; 

(iii) Methodological criteria 
(a) Fal3ifiability: the theory is amenable to tests; 
(b) Methodological simplicity: the theory is easy to 

construct and test; 
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iv) Epistemological criteria 
(a) Factual confirmation: the theory may be empirically 

corroborated; 
(b) Originality: the theory improves knowledge by deriving 

new propositions; 
(a) External consistency: the theory is consistent with 

existing knowledge; 
(d) Unifying power: the theory oonnects oono*pt3 which were 

not already connected; 
(e) Heuristic power: the theory 3Ugg83t3 n6W fields for 

research; 
(f) Stability: the theory is not "upset" by now evidenoe& 

Analysing buying behaviourt both at the organi3ational and the 

individual levelp is not a gratuitous activity. Such a study is 

aimed at directing further marketing strategie& One of the3e 13 

segmentation. 

2.3. Segmentation 

jL3 a theory# market segmentation is concerned with grouping 

potential customers into sets which are homogeneoua in response to 

30me elements of the marketing mix. The point being that thJ3 

homogeneity of response allows refinements in the development of 

marketing strategy. This raises the problem of the basis on which 

the segmentation will be realised. According to Choffray and 

Lilient 117 

"A segmentation basis is a criterion according to which 
potential customers are grouped. The choice of this 
criterion is critical. An optimum segmentation basis is one 
that minimises the ratio of within segment variance to across 
segment variance for the response or behavioural variable of interest. " 

A segment descriptor is a variable or characteristic which is 

(i) linked to 3egment member3hipt and (ii) relevant for marketing 

strategy formulation. 118 Me chOiO6 Of this descriptor is cru(Lial 

in term3 of marketing 3trategyv and the Present research 

ooncentrates on the importanoe, of segmentation for selling tactioa. 

169 



CHAPTER IV 

2.3.1 Strategies and Requirments 

Once markets have been segmented# aompanie3 can elect to follow ajW 

of three strategies: 

Undifferentiated marketin& LILP one Product is Presented to 

the market and it is supported with the same mix of 

promotional activities in all segments; 

ii) Concentrated marketings, Le. v the company aims at a single 

market segment with considerable potential and develops a 

product and communication mix adapted to the needs of this 

segment; 

(iii) Differentiated marketing# Le. # the firm devOlOP3 a mix ()f 

products and communicatiOn strategies whioh aim at different 

segments of the market. 

7hree conditions must be met, by any segmentation strategy. Th e 

first one is homogeneity, a measure of the degree to which potential 

customers in a segment are similar in terms of some response 

variable of interest. The second oondition is parsimony, ie., the 

degree to which the segment3 are large enough to be worth 

considering. The third condition 13 acoessibility, the degree to 

wbich one is able to characterise segments by observable descriptor 

variables in order to develop differentiated marketing 

strategies. 
119 

2.3.2. Previous Studies 

Wind's 1974 review of the literature provides comprehensive 

information about the contemporary Status and advances in 

segmentation re3earch. 120 However, as indicated in Sheth's review 

of the literature on organi3ational buying behaviour, market 
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gpogmentation theory is not applied at anywhere near the level it has 

been used in consumer behaviour 3tudie3.121 According to Wind and 

Cardozot segmentation analysis is usually carried out ex post facto 

JLU industrial markets: to assess product3l past performance rather 

than to design actual marketing 3trategies. 122 Wind and CardozoI3 

roport that relevant segmentation methodology is lacking for 

jLndu3trial markets was one of the reason for Choffray and Lilien'3 

own attempts to design an effective industrial segmentation 

strategy. 123 

2.3.3. Seguentation Approaches 

The approach advocated here is a twofold one. The first step, 

macro-segmentationt defines the target market and characterises the 

firms that are likely to react to a product differently because of 

their industryt geographic locations or other readily observable 

characteristics. This first stage may be related to the 

identification of Rembling conditions", as Baker has its although 

EC may refer to characteristics 1033 obvious than geography or 

l. j2dustry. 124 According to Choffray and Lilient moat data needed for 

tWL3 screening is drawn from secondary souroe&125 

Second, macro-segments retained as targets may be further 

avided into micro-3egments on the basis Of various characteristics. 

Bakees concept of "precipitating circumstancesm could be used for 

this purpose, Choffray and Li. Lien have based their micro- 

segmentation strategy on similarities between decisiozý-making units, 

and concentrated on the pattern of involvement in the buying 

decision process. Their segmentation procedure uses a deoi3ion 

matrix to measure each firm's decision process. Ba3icallyt the key 

questions are the following: 126 
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( 1) How do the micro-segment3 differ in the pattern of involvement 

in the purchasing process? 

How does membership in a partioular micro-aegment relate to 

other characteristics of the organiaation? 

To answer these questions and identify the extent to which the 

Identification of miw(>-segments can aid in marketing, Choffray and 

Lilien resort to a highi. Y structured approach. This approach 

ooncentrate3 on formal characteristic& The present research aims 

at determining the extent to which less formal characteristics, 3UCIh 

&z the organisational actors' rationalities and strategies (which 

are to be related to corporate idiosyncracies and organisational, 

climate) do influence the decision process. To do 309 thi 3 

research will focus on "selective perceptionu, rather than on 

"enabling conditions" or "precipitating circumstances" per se, in 

Baker's terminology. 

Conclusion of the Fourth Chapter 

This chapter has successively analyaods, in Sections 1 and 2, the 

symmetrical processes of innovation - generation and adoption - 

re3P60tivelY in addressing and addressed system& In bo th ca so a, 

the normative theory has been diMussedt and alternative viewpoints 

were suggested where appropriate; these suggestions are studied in 

Inore detail in Chapters VII and VIII. 

The problem of adoption wa3 addres3ed both at colleotive and 

individual levels, since these two aspects are to bG considered in 

organi3ational deoision-making. The consequence of this duality of 

the conceptual level within the orgenisation is the necessity for a 

twofold level of segmentation: macro- segmentation, which 

ooncentrates on the firmat and micro- segmentation, which 
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oonoentrates on the decision-making unit. 

The present research studies the interface between corporate 

idiosyncracies (inasmuch as they determine the organi3ation's 

climate) and the acceptance of technological innovations. 

Aocordinglyp attention must now be focused on two questions: W 

that of the nature of the interfacet and (ii) that of the 

miethodology to characterise the interface and determine its 

influence on the purchase decision. These two questions are 

respectively treated in Phapter3 V and VL 
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CHAPTER V 

THE INTERFACE : DECISION-HAKING,, RATIONALITIES MD STRATMIRS 

Introduction 

The two hemispheres of the problem have already been introduced: 

corporate idiosyncracies, inasmuch as they determine the 

organisation's climate (Chapter III), and now technologies 

considered under the aspect of their adoption (Chapter IV). 

Consequently, this chapter is devoted to studying the so far 

problematic interface between these two aspects of organisational 

1 if e. The postulate of this research being that two of the 

dimensions of organisational climate are the rationalities and 

strategies implemented by the organisational actors,, this interface 

will, naturally, be worked out within the scope of these two 

concepts. 

Briefly, this chapter aims at reviewing the various models Of 

rationality, as they give rise to particular 3trategisat proposed in 

the literature. For purposes Of clarity, these two concepts will 

be first considered at the individual level (Section 2) and then at 

the collective level (Section 3). Howevert rationality and 

strategy are rarely explicit as to their nature. It is only 

through the decisions they give rise to that they may be studied. 

Accordingly, the first section of the chapter is devoted to 

analysing the concept of decision. 
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SECTION 1 THE CONCEPT OF DECISION 

1.1. Decision-Making an an Action on a Substance 

From the outsett it is important to distinguish "deC13iOn" from 

"deci sic n- making". The former refers to the 3ubstantial content of 

the process (e. gp purchasing a new type of machine-toolt replacing 

the outdated computers etc. )v while the latter determines this 

substantial content (e. g., analysis of the alternative 

possibilities, comparison, etc. ). 

The deci3ion-making process oon3istat therefore, of a series Of 

actions on a substance composed of the elements of the decision. 

The process transforms these elements into a more or less detailed 

statement of what is going to be done. 1 These actions arqr of 

various types and most Of the models examined below may be 

characterised by the type they concentrate on. The latter remark 

points out the difference between choices and decisions: a decision 

consists of a cumulative sequence of stages of choices. 
2 

Another aspect of deC13iOn-making must not be Overlooked: 

deCi 31o n- making, at the individual level, 13 an intentional mental 

action which aims at modifying or deforming a state of things in 

order to attain a given objective. Consequently# two dimensions of 

decision must be considered, as the following lines indicate. 

1.2. Actual Deoi3ion and Virtual Decision 

The following lines are partly based on some lectures on decision 

support systems by J. -C. Courbont professor at the University of 

Geneva. 
Undoubtedlyp the moat manif est characteristic of a decision is 

that it concerns objects it aims to modify. However, any decision 

results from a rOPre3entation (i. e., a model) which the decision- 
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maker has about the situation with which he is dealing. Ther of or so 

any decision may be viewed as the result of an instrumental 

representation imagined by the decision-maker. 7hia leads one to 

the second aspect of decision - what could be called the "true" 

decision - and which consists of the decision- maker$ 3 modifyingo 

deforming (or possibly keeping unchanged) the representation he has 

about the situation he is facing. In other wordso the concept of 

decision involves two aspects: an actual decision ( action on 

things), and a virtual decision (action on representations). Of 

course, these two aspects are connected, and the following lines 

deal with this connection. 

Ob3orwation/Measure and Operationali3ation/Modelling 

The actual decision, implying an action on object3v involves some 

expectations as to the state of environment likely to result from 

the decision. Schematically, the result may be of three tYP63: W 

the objects have been modified in the expected way; or (ii) the 

objects have been modified in an unexpected way; or (iii) other 

objects than those the decision was concerned with have been 

modified. 

At this stage, it is to be noticed that the control of the 

modification of these objeC*t3 (e. g., labour-3aving3 resulting from 

operating modernised plants, time-3aving resulting from using word- 

processors, etc. ) implies the Possibility of r93orting to an 

instrument of measure and that the deci3ion-maker wants to use this 

instrument. This also implies a choice of what will be measured 

and assessed. The latter remark leads back to the representation 

of the situation, since the possible discrepancies observed af ter 

the actual decision will generate a new virtual decision. As a 

matter of fact, usually: 

183 



CHAPTER V 

An expected result will tend to strengthen the reliance on the 
present representation ande consequently, the virtual decision 

will consist in maintaining this representation; 
ii) An unexpected result on the relevant objects (Le., those 

within the target) incites to modify the representation in 

order to improve the quality or accuracy of the present 
representation. 7he modification may be termed a convergent 
modification; 

(iii) An impact on objects Outside the target of the actual decision 

will suggest modification of the representation in order to 

widen or generalise it. Such a modification may be called a 
divergent modification. 

The process fom observation to action on the representation, 

i. e., to virtual decision, may be compared to the "intelligence,, 

phase of Simon! s model. 3 At this stage, the deoision-maker will 

try to infer a number of explanations of the observed differences# 

in order to modify his representation. This phase of invention 

does not always enable a new instrumental and operational 

representation to be obtained. Thent it is necessary to transform 

the representation into a model to be used for actual decisions: 

this phase may be paralleled to that of "conception" in Simonea 

model. In turn, this phase results in models and procedures# 

supports Of the actual deciaion-making process which may be: 

Structured, lending themselves to programmation; 

Weakly structured: these models are diffioult to programme, 

more or less compatiblet and leave room for judgment or 

intuition; 

(iii) Unstructured: in this case, the representation is difficult 

to explain, does not land itself to operationali3ationt which 

does not prevent actual decisions to be made. 
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To conclude this analysis of the connection between actual 

decision and virtual decisiony a fourth phase may be pointed outo 

that of choice, which leads one back to the real decision. Th e 

process then consists of exerting this action on the objects by 

choosing a mode of action on the basis of the available models. 

This analysis of both aspects of decision-making may be 3chematised 

as Fig. 22 indicates (in a way similar to that of Kolb's learhing 

model) -4 

Fig. 22- Actual decisions virtual decision 

Actual decision 

Action on objects 
Choi ce Evaluation 

OPerationalisation Results Of 
of models actions 

Conceptio Invention 7A a tio non 
representation 

Virtual decision 

The main advantage of this diagram is that of (i) pointing out 
the two aspects of decisionst namely actual decisions and virtua. L 

decisions; (ii) showing that the connection between these two 

aspects is equivalent to Simon's model of decision- making; (iii) 

illustrating the dialectic process which takes place as a result of 
two intentional processess one of observation and assessment, the 

other of modelisation and opera tionalisa. tion of the representations. 
However, tne ratiomle of this conception is challenged by March 

and Olsen's refutation of the complete cycle of choice. 
5 

According to these researchers, actions and events are ambiguous: 

"it is not clear what happenedt or why it happened.,, 6 Actuallyp 

their argument is that ambiguity may be inherent in the events* or 
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be caused by the difficulties in observing them. The reason for 

this is, after March and Olsen, that the "complexity of, and change 

int the enviroment often overpower our cognitive oapacity. n7 In 

fact, March and Olsen criticise the conception of the decision- 

maker's rationalityp i. e., the "model of individual and rational 

adaptation. 118 The problem of the deci sion- maker, s rationality 

constitutes the core of the following section. 

SECTION 2 THE PROBLEM OF INDIVIDUAL RATIONALITY AND STRATEGY 

This section aims at assessing the main theories of individual 

rationality and strategy in order to orientate this research's 

fundamental purpose: that of connecting organi3ational actors# 

rationalities and strategies (as part of corporate idio3yneracie3 

and organisational climate) to the decision related to a 

technological innovation (adoptiont rejectiont or deferred final 

decision). In this respeett it is worth noticing that strategy and 

rationality are interlinked inasmuch as explaining a given strategy 

is to make certain key-a33umption3 about the way means and ends Were 

related by the decision- maker. However, it is generally assumed 

that analysts must look for rationality in the area of choice of 

means for fixed objectives rather than the objeCtiV63 themselves. 9 

Furthermoret rationality may stand (when the concept is used in a 

normative way) as a justification for the decisions involved in 

given strategies. 10 Various conceptions of rationality pervade the 

literature and several formulations could be put forward. 

Nevertheless, three main approaCh03 to the paradigm of rationality 

may be distingui3hed according to the Principle on which they ground 

their arguments: 

W Rationality as a function of maximisation; 

(ii) Rationality as a function of minimisation; 
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(iii) Rationality as a function of correlation. 

These three viewpoints are examined in the following lines. 

2.1. Rationality as a Funotion of Maximisation 

2.1.1.7he Weberian ActOr 

The study of rationality lies at the centre of Max Weber's work. 

To the extent that, according to Brubakerv on whose research this 

section draws substantially, Weber's seemingly disparate empirical 

studies converge on one underlying aim: to aharacterise and to 

explain the development of the "specific and peculiar rationalism" 

that distinguishes modern Western civili3ation from every other. 
11 

However, Weber's notion of rationality is far from being 

unequivocal, and no fewer than sixteen apparent menings of 

"rationaill can be culled from Weber's writings: deliberate, 

systematic, calculablet impersonal, instrumental, exact, 

quantitative, rule-governed, predictable, methodical,, purposeful, 

sobert scrupulous, efficaciouav intelligible and con313tent. 
12 

Butt as is too often neglected by organi3ation analysta, throughout 

his empirical works Weber uses "rational" in a non-evaluative 36n34L 

In fact, according to Weber, tne essence of modern capitalism is its 

ratio nali ty: market transactions are determined solely by the 

"purposeful pursuit of interests"t and an "orientation to the 

commodity and only to that. 1413 Then, according to Weber* the 

economic actor is characteri3ed by a double rationality: hia 

subjectively rational (purely instrumental) market transactions are 

guided by objectively rational (purely quantitative) calculations. 
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2.1.1.1. Technical. and Eoonconio Rationalities 

Weber's most famous discussion of rational action occurs in the 

opening pages of Economy And society, where he sketches four ways in 

which action may be determined. Traditional action is determined 

by habi ts; af f ectual actions by strong f eel ings; v al ue-oriented 

actions by a conscious belief in the intrinsic value of acting in a 

certain way, regardless of the consequences Of so acting; and 

instrumental action, by a consciously calculating attempt to achieve 

desired ends with appropriate means. Unclerly ing this f our- fold 

typology is a more basic, though implicit, di3tinction between 

rational and non-rational action. Insofar as the individual is not 

the self-conscious and deliberate author of his action, in so far as 

he is carried along by habits (as in purely traditional action) or 

carried away by feelings (as in purely affectual action) - to this 

extent, his conduct is non-rational. Insofar as the individual 

acts deliberately and is consciously aware of what he is doing, on 

the other hands his action is rational. 

However* according to Webert two other aspects of rationality 

must not be neglected: firatt rationality does not innere in 

things, but is ascribed to them. Secondly, rationality is a 

relational concept: a behaviour can be rational (or irrational) 

only from a particular point of views never in and of it3elf. 14 

Consequently, Weber Puts forward two kinds of rationality: 

Technical rationality: this type of rationality can be 

evaluated against an objective standard# i. e. 9 scientific 

knowledge of means-ends relationships. Herat calculation is 

limited to the weighing of alternative means to a fixed and 

given end; 

(ii) Economic rationality: this type of rationality is Purely 

subjective and the calculation is extended to the weighing Of 
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alternative ends and unintended but foreseeable secondary 

consequences as well as means. 

In sum, according to Webers choosing what Means to 6MPlOY9 given 

a fixed and unambiguous endy is a technical problem; choosing what 

ends to pursue and what means to employ# given a stock of resourcest 

is an economic problem-15 These two kinds of rationality may be 

difficult to reconcile. Consider the example of innovations in 

security for the workers employed in agricultural dryer& There is 

a general agreement that numerous explosions are due to agricultural 

dust. Yet, this problem does not have a technically rational 

solutiont for the goal Ue. # to protect the workers' lives) is Only 

apparently unambiguous. Should lives be protected to the maximum 

extent technically feasible (as possible by using new processes 

which eliminate oxygen)? Or to the extent economically feasible 

(up to the point that the cost of protective equipment would 

threaten the viability of the industry)? Or to the extent that the 

benefits of better security outweigh the costs of protective 

equipment? And in this casep how are the benef its of better 

security to be estimated in monetary terms? What is the money 

value of a 3% decrease in deaths from explosions? Clearly, this is 

not a technical problem at all: agreement on the general goal of 

protecting the workers masks disagreement over the interpretation of 

this goal - i. e. P over what the specific objective of the 

management's policy should be. 

Actuallyp Weber's conception of rationality, as should be 

evident from the preceding line3v is far from unequivocal. The 

multifaceted rationality of modern mant moreovert is viewed as the 

product of processes of rationalisation occurring in several 

distinct spheres Of social life, proceeding in various directions 

and arising from diverse historical sources. Yet# despite this 

multiplicity of mode3 Of rationality and rational isation, the 

189 



CHAPTER V 

specific and peculiar rationalism of the Weberian actor is not 

simply a conceptual mosaict nor a more aggregation of unrelated 

el em e nt. S. Certain thematic strands run throughout Weber's 

discussions of the rationality of the modern social ordert cutting 

across the boundaries between the different spheres of social life 

and f orming a central core of meaning. Three thematic strands - 

those of the maximisation of knowledget impersonality and control - 

weave together the various aspects of Weber's conception of formal 

(i. e., not concerned with values or happiness) rationality. 

2.1.1.2. Maximination of KnowledgO 

According to Webert to act rationally, in one very general sense Of 

this highly ambiguous expressions is to act on the basis of 

know ledge. Rational action in this sense is universal: all men in 

all societies and all epochs (though noto of courses in all of their 

actions) base their conduct to some extent on knowledge, especially 

knowledge of means-ends relationships, and of the probable reactions 

of their physical and social environment to their actions. In 

modern Western 3ocietys howevers the rise of systematic empirical 

science and of scientific technology gives knowledge an importance 

above and beyond its universal significance as a basis for 

inaividual action. Th13 is to be understood in the scope of a 

movement towards the maximisation of caloulability which depends on 

the "peculiar features of Western sciences especially the 

mathematically and experimentally exact natural scienosal with their 

precise rational foundations. -116 According to the German 

sociologist, the search for the maximisation of knowledge is 

significant also as the chief agent of a more general Process Of 

intallectualisation which tends to promote the view of the world as 

a 11causa. L mechanism" that, in principles can be mastered by 
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"technical means and calculation". 

An other aspect of intellectualiBation is pointed out by Weber: 

the increasing tendency for the individual to act on the b&313 Of 

conscious reflection about the probable consequences of his action. 

Corollarily, this entails an other type of maximi3ation of 

knowledge, that of the various consequences of a given action: the 

corresponding expectations are used as "conditional' or "mean3l' for 

the attainment of the actor's own ratiomlly pursued and calculated 

ends-17 This systematic search for knowledge about possible 

consequences is made particularly obvious in the classical theory of 

choice (see Exhibit 5. A. ). 

Maximi3atdLon of Impersonality 

The Weberian rational actor's behaviour is determined by purely 

objective, impersonal considerations. Rational isa tion, in the 

direction of increasing impersonality is to be related to the 

development of legal formalism. If Weber is to be believede legal 

formalism increases for the actor the possibility of predicting the 

legal consequences of his actions since "procedure becomes a 

specified type of specified contest, bound to fixed and inviolable 

'rules of. the game'. 1118 Consequently* the actor's strategy 

consists in maximising the impersonality of the legal and 

administrative environment, whose predictability* according to 

Weber, is a prerequisite for the rationali3ation of economic life. 19 

In fact, the Weberian actor acts in a ". spirit of formalistic 

impersonality... v without hatred or passiont and hence without 

affection or enthusia3m. u2O 
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Haximisation of Control. 

As noticed by Marcuset the theme of control - over material objeot3o 

over other ment over oneself - pervades Weber's discussions of 

rationalj. ty. 21 Control over material objects tends to maximi3ation 

as a result of the maximi3ation of knowledge. Control over the 

other actors is operated and may be maximi3ed through the 

maximisation Of speoiali3ationt which reduces the actor to the 

function he performs, 22 while methodological self-control fosters 

the actor's rationality, because it is Continuous and Systematic 

rather than occasional and haphazardL23 

2.1.2.7he Moo-Cla33ical Economic Actor 

The neo-classical economic actor is very germane to the Weberian 

actor. His "comprehensive rationality" enables him# in a choice 

situationt to choose the beat alternative, taking account of 

consequences, their probabilitiest and utilities. But# as pointed 

out by Al. Lisons such a strategy requires: U) the generation of all 

possible alternativess (ii) assessment of the probabilities of all 

consequences of each. and (iii) evaluation of each set of 

consequences for all relevant goals. 24 March and Simon have 

described, though not endorsed# this conception of the rationality 

that would enabl, e such strategies to be implemented: 

In a decision-making situationt the actor is able to consider 

the whole set of alternatives from which he will choose his 

action; 

The actor is able to attach a set of consequences to each 

alternative; 
(iii) At the outset, the actor is able to design some mutility 

function" or a "preference-ordering" that ranks all sets of 
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consequences from the most preferred to the least preferred; 

(iv) FinallY, the actor is able to select the alternative leading 

to the preferred set of oonsequence&25 

This model has been adapted to risky and uncertain environment 

by the operational research theory. In the case of certainty, of 

course, according to Harch and Simont the neo-cla3sical (or 

"rational") problem-3olver will choose the maximum position on the 

welfare function; in the risky cases he will choose the alternative 

for which the expected utility is greatest, whilet in the case of 

uncertainty, he will choose according to some rule such as "Minimax 

risk" or I'minimax: regret" (for a more complete characterisations see 

Exhibit 5. A. ). 26 

Th. 13 conceptions as it appearst inter alias in Tinbergen27 or 

Dimock28, has the following central characteristics in common with 

W eber: rationality rests on the maximisation of calculability 

(through the maximisation of knowledge, impersonality and control, 

in Weber; through the maximisation of some welfare or utility 

function for the economists) and strategies are rational only if 

they aim at maximising calculabi. Lity, or are based on it. 

It has been suggested by Jabes that this conception has its 

roots in the pleasure principle submitted by the British 

philosophers Jeremy Bentham and John Stuart Mill. 29 Indeed# the 

hedonistic approach postulated that man tries to maximise pleasure 

and minimise pain, but this involves more f undamental considerations 

outwith the area or this research. 

However# this first approach to rationality has been critici3ed 

on various grounds, as it will be seen in 2.2. Briefly, the main 

strictures rest on the 3uper-power it iMPlie3. Of cour3et it is 

often conceded that these rational requirements are to be understood 

in terms Of ideals (Weber) or models (Dimock) rather than 

achievement, but the search for a maximum is still viewed as a 
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Prerequisite for rational strategies. 

This view has been challenged by two streams of analysis, as 

will now be seen. 

2.2. Rationality an a Funotion of Minimisatlon 

22.1. Non-Comprehensive Rationality 

As long ago as 1947, Simon criticised the conception of rationality 

and the notion of maximisation which were prevailing in the 

characterisation of the "homo-economicus" by suggesting a model of 

decision-maker which# according to himp matches reality. 

Cl early P the previous mode. L implies some comprehensive, 

complete, knowledge of the environment and the maximiaation of a 

value based on this information. 7his involves, in Simon's words, 

"powers of prescience and capacities for computation resembling 

those we usually attribute to Go(L,, 31 Simon has argued congently 

thats at any point in times an individual has only limited 

information on the state of nature. By focusing on the limits of 

human capacity in comparison with the complexities of the problems 
that individuals face, Simon developed the concept of "bounded 

rationality". The pbysical and psychological limits of man's 

capacity as alternative generator, information processors and 

problem-solver oonstrain his decision-making prOCe33e& Because of 
these boundst "rational" action requires simplified models that 

extract the main features of a problem without capturing all of its 

com pl, exi ty. These simplifications are examined in 2.2.2. 

2.2.2. Individual Rational Simplifioation3 

Simon's work identifies five characteristio deviations from 
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oomprehensive rationality that are displayed by the simplifiCatiOn3 

of human probl em- solvers: 

Factored problems: problems are 30 complex that only a 

limited number of aspects of each can be attended to at any 

time. Thus, the individual factors problems into quasi- 

independent parts and deals with the parts one by one. 

ii) Sati3f icing: maximisation, or optimisations is replaced by 

"satisf icing". In choosing, human beings do not consider all 

the alternatives and pick the action with the best 

consequences. A choice is made when an alternative meets the 

minimum standard of satisfaction that the inaividual expects: 

he searches through available choice alternatives until he 

hits upon one that is "good enough" - that satisfies. In 

this respect, it is worth noticing that Soelberg's researches 

have shown, in the educational field* that search ends when a 

sati3ficing alternative is found. 32 

(iii) Search: comprehensive rationality requires consideration of 

all alternative3o thus making the problem Of search trivial. 

When sat13ficing is the rule - i-e-9 stoppingwith the first 

alternative that is good enough - the order in which 

alternatives are turned up is critical. 

iv) Uncertainty avoidance: instead of basing actions on estimates 

of possible outcomes, the actor develops choice procedures 

which emphasise 3hort-run feedbacks so as to reduce 

uncertainty. 

(V) Repertoires: repertoires of action programmes are developed 

and constitute the range of effective choice in recurring 

situatiOn3.33 

The reason for terming this model of rationality by referenoe to 

minimisation should become more clear now. Indeed# "Minimi3ation"t 
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heret is not to be understood in terms of "MiniMi3ation of pain or 

regret", which is rigorously equivalent to the hedonistic principle 

(i. e. P I'maximisation of pleasure or satisfaction"). On the 

contrary, the concept of minimisation refers in the present context 

to a procedure Consisting of defining the lowest acceptable level of 

satisfaction: the actor is interested in "feasible solutions that 

meet a minimal standard of sati3factionio34 

In sum, a rational strategy under conditions of uncertainty and 

the constraints of the cost and time of obtaining and processing 

data, moves away from substantive (maximi3ing)t towards procedurial 

(minimising) proces3es. 35 

To be suret Simon's view is still exerting a considerable 

influence on deci3ion-making theories and many authors accept the 

notion of bounded rationality under a variety of terms (for 

examplet Rawls will call it "deliberative rationality"). 36 However, 

Simon's model is liable to some important -strictures, as the 

following lines show. 

2.3. Rationality an a Function of Correlation 

In fact, the two models above share a Common Postulate: be it 

optimiser or satisf ioer, the decision-maker is able to decompose 

problems into 3ub-problems and alternatives into 3ub-alternatives 

since, as eP: LtOMi3ed by Richardson and Jordant the maximisation 

conception rests on a discrimination among goals, values or 

objectives, while the minimi3ation conception refers explicitly (in 

Simon) to the factoration of problems intO "q ua31-inde panda nt" 

parts. 37 Actually, this supposed analytic process may be 

questioned# as suggested by the following line& 
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Leibniz versus Descartes 

Both the Weberian and the Simonian actors# through their 

discriminating procedures and ranking of alternative3v implicitly 

resort to Descartes' canons of rationality. Indeeds these canons* 

pointed out in the opening pages of the Discours djk JA meth6d 

J11= conduire jU Z&JA2nv may be 3ummari3ed as follows: when faced 

with a problem, a rational human being will: 

( i) Divide the problem into simple elementse as they attach to 

sub-problems; 

(ii) Consider each simple element and solve each sub- problem; 

(iii) Re-assemble the simple elementst as they now attaoh to 

solved sub-problems: the problem is then solvedL38 

However, as long ago as 1700, Leibniz oritici3ed this analytic 

method, on the ground that "by dividing a problem into inappropriate 

elements, one may increase its difficulty. " Obviously, the 

question of how the decision-maker3 should proceed is beyond the 

concern of the present research, which is to concentrate on how 

decision-makers really proceed. Butt if Leibniz was righte then 

one may wonder whether deci3ion-makera really tend to Use the 

analytic method* on which rest both the maximi3ing and the 

minimising approaches. Therefores it is of interest to study 

briefly the alternative views as proposed by the System Theory. 

2.32. Analytic and SySteMio RationalitiG3 

The Cartesian analytic method first criticized by Leibniz was found 

more and more misleading as the problems under consideration 

involved increasing numbers of inter-relationshipa. It was f ound 

particularly difficult to re-assemble the elementary components, 

once 3tudiedo of the problem when the phenomenon was not only an 
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addition, a juxtaposition of the constituent elements. Actually, 

the Cartesian method postulates that the elementary components 

behave in the same way when isolated as when connected: 

interactions are not taken into consideration by the model. 

Consequentlyt in the 30'st an American biologi3to von 

Bertalaaffyi, facing the impossibility of understanding some 

biological phenomenat suggested the idea of a "new theory"s termed 

"System Theory", the objective of which would be to explain how 

systems operatet by paying a particular attention to the 

relationships between their elementary sub-components. 
39 

In spire of various oontributionst among others by Ashby40 and 

Forrester, 41 such a theory has not already reached achievement. 

However, its basic postulates are clearly contrasted with Deseartest 

by Le Moigne. 42 The differences between the analytic and the 

systemic rationalities are pointed out in Fig. 23. 

Fig. 23- Paradigms of Cartesian analytic 
and systemic rationalities 

Cartesian Analytic systemic 
Rationality Rationality 

Precept of obviousness Precept of relevance 

Reductionist precept Precept of globalism 

Causalist precept Teleological precept 

Precept of comprehensivity Precept of aggregativity 

The Cartesian precept of obviousness enjoins to never accept 

anything for true which may not be clearly and obviously known to be 

such. 43 A major piece of criticism of this precept is that 

obviousness and clarity often mask illusions. Conversely, the 

precept of relevance admits that obviousness (of trutho validityp 

etc. ) is a function of the actors purposes when he is faced with a 
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probem: "matter of faornes-s" depends upon the relevance of the 

facts to the actorI3 purposes. 
44 

The reductionist precept calls for "dividing each of the 

difficulties under consideration into as many parts as pos3iblet and 

might be necessary for its adequate 3olution.,, 45 The f irst 

strictures to this precept were suggested by Leibniz on the ground 

that the precept is of little help as long as the "art of dividing" 

is left unexplained. On the other handt the precept of globali3m 

suggests that, instead of considering problems as consisting of 

elementary sub-problemst they must be cogitated as inserted in 

larger problems which constitute their "problematic enviroment,,. 46 

The cau3ali3t precept expresses the "necessity" to conduct one13 

thought stop týr step, assigning in thought a certain (causal) order 

to the object3.47 Against this precept, it has been put forward 

that one can be rational even if not resorting to the caune-effect 

(or 3timulu3-re3ponse) model. 48 The usingle cause habit"s which 

represents the extreme extension of the precept, was particularly 

criticised. Conversely, the ay3temic teleological precept suggests 

that a given object Must not be considered per set but in relation 

with its "behaviour"t without trying to explain a priori this 

behaviour by some law involved in an eventua. L causal structure. 

Rather, the point is to understand this behaviourp to identify the 

resources it SUPP03939- in relation with the "project" that the actor 

deliberately ascribes to the object. 
49 

According to the precept of oomprehensivityt the rational actor 

must, "in every case, make enumerations so completev and reviews so 

generalt that [he] might be assured that nothing was omitted., 60 

But some phenomena (in biology, physiology, sociology,... ) involving 

increasing complexity beyond any possible comprehensive account, 

even with the support of data processing, have led to put forward 

the systemic precept of aggregativity. ThIs precept emphasisea 
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that any representation is deliberately simpler than the phenomenon 

it aims at modelling. Therefore, the point is to select relevant 

aggregates together with excluding the illusory objectivity of a 

comprehensive census Of all the elements involved in the 

phenomenon. 51 

The above paradigms structure rationality according to the 

System Theory. However, these paradigms in themselves do not 

characterise the types of strategy the theory advocates. As it 

appears through the previous considerationst rationality can only be 

studied and understood through the strategies it may give rise to. 

Thent if a strategy is viewed as an implementation of a given 

rationality, the focus should be now placed on analy31ng such an 

implementation. 

From the aforesaid, it follows that the basic rationale of the 

systems approach rests on the emphasis placed upon the liaisons, 

interactions, and connections between objects or phenomena. When 

applied to strategies, these categories may be called 

"corral ation3l't as is suggested in 2.3-3. 

2.3.3. Strategy and Degree of Rationality 

The cybernetic literature provideas among other3p a very clear 

instance of implementation of the systemic rationality. 

Postulating that "rationality is a property of the means one chooses 

and not the ends"t Axinn considers that three requirements must be 

fulfillea by any definition of rationality: 

J) Rationality is to be a property of the means an individual 

chooses. It must not conflict with the possession and the 

pursuit of sensual desires; 

(ii) There may be degrees of rationality; 

(iii) The term "rationality" can only refer to the behaviour of an 

200 



CHAPTER V 

individual who has more than one objective. 52 

To satisfy these three conditions, Axinn defines the degree of 

rationality of a strategy in terms of the degree of positive 

correlation among the probabilities of attaining each of the 

objectives of the individual at a specific time and place. 53 

On this basist an individual would be per-featly rational if his 

strategy was such that an increase in the chance of reaching one of 

his objectives brought a corresponding increase in the chance of 

reaching each of his objectives (in this case# the degree of 

correlation is maximum and equal to 1). Obviously, the rationality 

of a given strategy is no longer analytically assessed in terms of 

the rationality of the means per set but rather in terms of the 

coherence of the means as they are inter-related. 

In sum, the rationality of the systemic actor's strategy is 

synthetically assessed (precept of globalism) on the basis of the 

degree of correlation between adequate means (precept of relevance) 

combined (precept of aggregativity) in order to achieve a given set 

of objectives (teleological precept). 

2.4. From Individual to Collective Decisions: Efficiency, 
Legitimacy, Intelligibility 

The three "theories" of the paradigm of rationality examined above 

give rise to various models of collective decision-making. This is 

not 3urpri3ing if one considers that collective decisions can be 

viewed as derived from individual choice3.54 Actuallys the gist of 
the matter lies in the nature of this derivation: most of the 

models of collective decision-making differ in the way they 

conceptuali3e the transition from the individual to the collective 
levels. 

A significant proportion of the literaturet be it political, 
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ideologicalt or organisationalt revolves around a theory of the 

relationship between micro- and ma cro- rationalities. According to 

the focus of analysist emphasis is either placed on efficiency# 

legitimacyt or intelligibility. In this respect, three main 

orientations of reflection may be contrasted, as Fig. 24 indicates. 

Fig. 24- Transition from individual to 
collective decisions: three basic 
perspectives 

I Focus Key-Concept Domain Reference 

Policy I Efficiency History Excellence 

Ideology Legitimacy I Ethics Law 

Organisation I Intelligibility Aa tivi ty Coherence 

2.4.1. Efficient Transition 

Me first perspective furnishes the core of the Greek philosophers' 

thoughts on government. According to Plato and Ari3totles, 

collective decisions (ie. 9 decisions concerning the City) must be 

made by the "best" citizen3t ie. 9 those who excel: the wisest 

citizenst or "philo-sophers". Obviously, these analysts are not so 

much concerned with understanding the way choices are made as 

assuring the choices are the most efficient. The rationale of 

collective decisions is to be understood within the scope of a set 

of political sequences: History 'consists of more or less accurately 

predictable cycles. 

2.4.2. Legitimate Transition 

The seoond perspectives whiah was thriving during the Enlightement 

periods is mainly concerned with legitimating collective decisions 

(i. e., decisions concerning the Nation, if not Humanity). Th e 
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rationale of the transition is circumscribed by the field of Ethics, 

and emphasis is no longer placed on efficiency. Rathert the core 

question is that of the congruency of collective decisions with a 

would-be universal law. Instances of such a law are the "General 

Will" (Rousseau), the "Categorical Imperative" (Kant) or, later, 

the "Falicific Calculus" (Bentham). 55 

2.4-3. Intelligible Transition 

The third perspective is fundamentally different from both 

conceptions reviewed above. When studying collective decisions 

(i. e. # decisions concerning an organisation: administration, firm, 

universitys etc. ) the researcher is first interested in penetrating 

the rationale of these decisions. This is not surprising since 

this type of analysis aims at predicting further decisions. The 

domain of this kind of investigation is collective activity in the 

broadest sense of the word, and may encompass both the other domains 

as f ield3 of study. As a resultP this approach is I'merely"t but 

rigorously, concerned with the coherence between the various 

attributes it aims at coordinating into explanatory and predictive 

models. Accordingly, this approach may well consider the key- 

concepts of efficiency (first perspective) or legitimacy (second 

perspective) as important in terms of intelligibility of a given 

organisational phenomenono but they do not constitute the objective 

of this approach. Rather, the point at issue is to provide 

conceptual models able to account for a set of organisational 

decisions. The following section concentrates on reviewing the 

various models of this type which have already been proposed in the 

organisational literature. 
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SECTION 3. THE PROBLEM OF THE AGGRMATION OF RATIONALITIES AND 
37RATMIES: OFIGANISATIONAL DECISION-HAKIM 

The ooncept of model plays an important role in the following lines. 

This notion has been examined already (Chapter 111,3.3. ) and it 

Suffices to say that a model refers here to a simplification and 

abstraction of organisational phenomena. Actually, the models 

which are reviewed below must be considered as supports to the 

understanding of organiaational decisions. Most oftenp they are 

offered as "non-com peti tiv e alternatives for use simultaneously 

rather than exalusively. io56 Centrally concerned with the 

collective implementation of strategies and rationalities, this 

review aims at sidestepping the intellectual trap within whicht 

according to Aliison, studies of deoision-making can easily become 

ensnared: that explanation should become dominated by an entirely 

implicit conceptual framework which would structure the whole 

process of enquiry. 
57 

Alli3on@3 Three ModO13 

Ali. isonts seminal analysis was first carried out in the scope of 

policy-making, and proposed three alternative models for explaining 

the U. S. strategy during the Cuban missile crisis of October 1962. 

Howevert the richness of his conceptual framework is such that it 

has been resorted to in almost all the study fields likely to 

involve organisational contexts: bureaucracy (Crozier), 58 judicial 

processes (Mohr), 59 multinational firms (Ghertman)3,60 finance 

(Belkaoui), 61 etc. 

Accordingly, Al. Liaon's contribution may prove of interest as a 

possible intellectual support to the study of the relationships 

between managerial rationalities and strategies (as dimensions of 

the organi3ational climate) and the deci3ions related to the 
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acceptance of industrial innovations. 

3.1.1. The Rational Actor Model ("Model I") 

A number of bodies of literature are related to this model. One 

consists of reports on the Use of normative procedures, such as 

operations research or programme evaluation, in organisational 

decision-making. 62 Another Consists of investigations of the 

apparently rational use of information by incLividuala in simulated 

organisational environments. 
63 

According to Allison's Hodel IP at the collective level (group, 

organisationt government@... ) 9 the unit of analysis is Simply 

defined as if it were a coherent and monolithic entity with an 

individual consciousness. Thus, organisation becomes an 

undifferentiated black box which: W seeks to maximise profit and 

(ii) operates with per-feet knowledge. 
64 

Such a conception rests on a combination of the Weberian65 and 

the neo-alaasical economi, 66 rationalities and PlW3 a central part 

in the neo-cla3sica. 1 theory of the firm. 67 According to the model, 

an organisational decision is thus explained once it is shown how a 

firm, faced with a given problem (say, choosing between resorting to 

an innovative industrial process or not) has: 

Established its objectives and ordered them according to 

organisational desirabJlity; 

(ii) Searched all the alternative possibilities for achieving its 

objectives; 

(iii) Settled upon the alternative ("choice") which maximises the 

firm's objectives or minimises the costs of possible 

f ail ur e. 68 

Consequently, predictions about what a firm will decide are 
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generated by calculating the rational alternative to choose, in a 

certain contexte given specified objective& According to Allison# 

although Model I "has proved useful for many purposes, there is 

powerful evidence that it must be supplemented.,, 69 What Allison 

was noticing in policy analysis had already been indicated by Cyert 

and March, in their characterisation of the neo-classical theory of 

the firm. 70 Briefly* this model has been criticised on the grounds 

that "an organisation should not be considered as some sort of 

super- individual behaving as a true individual but with greater 

information-handling and calculation capacities. 41 Accordinglyt 

Al. Lison provided an alternative modelp which is explained in 3.1.2. 

be]. ow - 

3.12.7he organisational Model ("Model IP) 

This model deals with the problem that there is a real difference 

between an individual decision-maker and an organisation. 72 

According to Model IL an organisation does not havet in practice, a 

single set of goals with an agreed order of preference amongst them, 

nor does it carry out a similar search process amongst its means, as 

an individual might. Herep the actors do not form a unitys, but 

rather a constellation of individuals in organisation. Problems 

are factored into sub-problems and are then acted upon by 

individuals with constrained powerst according to established 

routines and procedurest under the control of a central 

coordination. 

If unexpected problems are facedo the search for an answer will 

be biased by tradition and by the training of the actors. The firm 

is viewed as a conglomerate of sub-organi3ationst eacb with 

programmed strategies according to established rationalities: 

innovation is bound to be marginal and incremental, except in case 
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of ar i si s. These strategies may be of various forms, and focus on: 

personal security, professional identityp professional links, 

personal risk-avoidancet etc. 73 According to this approachs, an 

organisational decision is thus explained once: 

The organisational context and pressures, from which the 

decision (uoutput") emergeds are identified; 

Certain concepts such as the strengtht standard operating 

procedures, and repertoires of the firm are assessed; 

(iii) Certain pattern of inference is invoked (e. g. t if such a 

decision was mades this "output" resulted from such existing 

organisational feature3q proceduress and repertoire3). 

Consequently, predictions identify trends that reflect sub- 

organisations (of the firm) and their fixed procedures and 

programmes. Yet, even this approach, Allison argues# still fails 

to catch the whole reality. Therefore, another mode of analysis 

must be resorted to. 

The Political Bargaining Hodel ("Hodel III") 

Any model of organisational decision-making aims at resolving the 

problem of collective choice. Moctel Its Solution is to impose an 

individual "perfect" rationality on the various actors and thus to 

fuse individual and collective strategies. Model II's solution 

emphasises the role of established rationalities and programmed 

strategies in reducing the effears of uncertainty. Both 

conceptions neglect the possibility that underlying any collective 

decision is a process of bargaining, with its own rules of the game, 

in which outcomes are determined by the relative resources devoted 

by each actor to the achievement of some satisfactory solution. 

Accordingly, Model 111 74 suggests that when faced with a decision 
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problem, participants focus upon those aspects of the problem which 

they perceive as affecting their parochial interests. 75 

Consequently, the decision-making process is complicated by 

competing problems (to be related to competing rationalities) and 

competing preferred solutions (to be related to competing 

strategies) in an attempt by each participant to ensure that any 

final decision is not damaging to their interests. According to 

Model III, an organisational decision is thus explained once: 

W The relevant participants ("players") along with the rules of 

the game are identified; 

(ii) Certain concepts such as the perceptionst motivationst 

positionst powert manoeuvres (rationalities and strategies) of 

the players are assessed; 

(iii) Certain pattern of inference is invoked (e. g. 9 if a firm made 

such a choice, the decision was the resultant of such kinds of 

bargaining among such players in games). 

Consequentlyp predictions are generated by identifying the game 

in which an issue will arise, the relevant playerst and their 

relative resources and rationalities. It is to be noticed that, in 

this case, the choice mechanism is domination, Le., the goals most 

satisfied are those most favoured by the most powerful (in terms of 

arguments, resources, time availablet etc. ) unit. 

As confessed by Allisons, his three models are greatly influenced 

by the behaviourist models, which are characterised below. 

3.2. The Behaviouri3t ModeI3 

7his approach GnCOMPa33es, v among otherst two central contributions 

to the understanding of organisational decision-making: that of 

Simon and# in Simon's wakes, that of Cyert and March. 
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32-1. Simonla Three-Levelled Model of Integration 

Echoing Simon's conception of individual bounded rationality, a 

model of organi3ational bounded rationality is developed. 

32.1.1. Organisational Rational Simplifications 

Corresponding to the five individual characteristic deviations from 

comprehensive rationality, Simon suggests five analogous 

organisational simplifications: 

W Factored problems: organisations factor complex problems into 

a number of roughly independent parts which are parcelled out 

to various organi3ational units. If problems are factored by 

means-end analysis, each organisational sub-unit may be 

assigned separable pieces of a problem as sub-goals. 

Consequently, the structure of an organisation reflects the 

Problem that its sub-units factor; 

ii) Satisficing: here againt maximisation or optimisatioa is 

replaced by I'satisf icing". This means that organisations do 

not examine all the alternatives, but stop the search for the 

"best" one as soon as a solution which is good enough is 

identified (ie., the minimally acceptable alternative); 

ii i) Search: sati3f icing procedures render of paramount importance 

the order in which alternatives are turned up. According to 

Simon, organisations generate alternatives by relatively 

stablet sequential search processes. Consequentlyp the 

number of examined alternatives is severely limited; 76 

(iv) Uncertainty avoidance: a comprehensive rationality supposes 

that each alternative consequence be assessed by estimating 

probabilities (in a non-certain environment) of possible 

outcomes. Howevert organisational rationalities are not 
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content with basing actions on estimates of an uncertain 

future. Consequently* choice procedures that emphasise 

short-run feedback are developed; 77 

(v) Repertoires: organisations develop repertoires of action 

programmes, which constitute the range of effearive choice in 

recurring situations- 
78 

3.2.1.2. Bounded Rationality of Decisions, Orientation of 
Conducts, Integration of Behaviour3 

Fig. 25 sums up the three levels of Simon's theory of decision- 

making: bounded rationalityp orientation of conducts, and 

integration of individual behoriours by organisations. 

Fig. 25- The three levels of Simon's model 
of organisational decision-making 

ILevel of Integration Level of Orientation Level of Decision 

Division of work Learning,, memory Deci3ion-maker 

Standard practices Habits# routines Satisficing 

Internalisation stimuli Planning 
I (valuest objectives)l 

consensus area I Recurring responses Pre-determined 
(authority, alternatives 
communication) 

[This table is explained in the following lines. ] 

The integration of the actors' behaviours is viewed by Simon as 

re3ulting from a proces3 involving three principal 3teps: 

( i) Substantive planning, by which broad decisions are made; 

(ii) Procedural planningo by which mechanisms that will direct 

attentionp channel information and knowledge are established; 
(iii) Implementation of the plan through day-to-day deoisions and 

activities that fit the framework provided by steps W and 
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(11) . 
79 

In facts the integration is brought about by decisions that 

determine in very broad terms the values, knowledge, and 

possibilities that will receive con3ideration. 80 Consequently, 

Simon builds up a hierarchy of the types of decision, and defines 

the organisational influences on the actors. 

Hierareby of Deci3ion3 

According to Simons actual events are determined by choices among 

on-the-spot alternatives for immediate behaviour. In a strict 

senses as Simon notices# a decision can influence the future in only 

two ways: 

(i) Present behaviour, determined by this decisiont may limit 

future possibilities; 

(ii) Future decisions may be guided to a greater or lesser degree 

by the pre3ent deci3iOn3- 

Simon concludes that it is from this possibility of influencing 

future choices by present decisions that the idea of an 

interconnected plexus of decisions is derived. 81 Over recurring 

decisions, a conscious reflection process implementing a specific 

rationality may be operated, which will result in a selection of (i) 

particular values as criteria for the later decisions, (ii) 

particular items of empirical knowledge as relevant to the later 

decisions, (iii) particular behaviour alternatives as the only ones 

needing consideration for later choices. 82 This remark supports the 

suggestion that organi3ational climate may develop over decision 

3ituation3v inasmuch as the latter may foster particular values. 

On the other handt the process of conscious reflection on later 

decisions defines the concept of "planned" behaviour as the proper 
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meanis for maintaining rationality at a high level. 83 

Such proceduresp however, require that all the possible plans 

be worked out in full details berore any decision is reached, which 

is impossible, according to Simon. Accordingly, Simon concludes 

that the "planning procedure is a compromiset whereby only the most 

'plausible' alternatives are worked -out in detail. " 84 

Organi3ational InflUGnOS3 On the Actor 

These influences are of two tYPes: 

Organisations and institutions permit stable expectations to 

be formed by each member of the group as to the behaviour of 

the other members under specified conditions. Simon views 

these stable expectations as essential preconditions to a 

rational consideration of the consequences of action in a 

social group; 
85 

(ii) Organi3ations and institutions provide the general stimuli and 

attention-directors that channel the behaviours of the members 

of the groupt and that provide those members with the 

intermediate objectives that stimulate action. 
86 

The two types of organisational influences give rise to five 

organisational mechanisms of influence: 87 (i) division of work; (ii) 

communication; (iii) internal isa tion; Uv) standard practices; (v) 

authority. 

3.2.1.3. Rationality in Simon' a Model 

Simon's model draws on eoonomict psychological, sociologioal and 

managerial concepts. Consequentlyt one must not expect simple and 

comprehensive relationships between either the concepts or the 
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various levels of the model. Howevert it is worth noticing that 

Simon considers as synonymous a "high level of organisational 

rationality" and a IIhJgh level of achievement of the organisational 

objectives. " Accordingly, his model constitutes rather a normative 

approach to organisational influences on individual rationalities: 

the rationality of the model rests on the notion of hierarchyt which 

"is the adaptive form for finite intelligence to assume in the face 

of complexitY. " 88 

322. Cyert and March'a Coalitional. Model 

322-1. Comprehensive and Relational Variables 

Cyert and March have oonceptuaiised a behavioural theory of the firm 

which f ormalises some of the laws suggested by Simon. Cyert and 

March's theory connects individual decision-maker and organisation 

by considering the latter as a set of coalitions of individuals. 

Their conception encompasses three categories of comprehensive 

variables and four relational concepts. The three comprehensive 

variables are: 

Organisational objectivest factorable into (a) objectives 

dimensions (Le., productions sales# inventory,, market 3harest 

profit) ands (b) level of aspiration for each dimension of the 

objectives; 

Organi3ational expectation3v including (a) forecast 

competitors' behaviours, (b) forecast demand and* (a) 

estimated costs; 

(iii) Organisational choices,, which may be developed either (a) in 

response to a sudden problem, or (b) through standard 

procedures. 

213 



CHAPTER V 

The standard operating procedures exert a major impact on 

deaision-making behaviour within the firm by means of the following 

influences: 

Effects on individual goals within the Organisation. The 

specification of a plan has a direct effect on the desires and 

expectations Of organisational, members; 

(ii) Effects on individual perceptions Of the state of the 

environment. Different parts of the organisation see 

different environments, according to their rules for recording 

and proce3sing information; 

(iii) Effeats on the range of alternative3 con31dered by 

organ13ational actors in arriving at operating decisions. 

The way in which the organisatiOn searches for alternatives is 

substantially a function of the organi3ational operating 

rul es; 
Uv) Efr*eCt3 on the managerial decision rules used in the 

organ13ation. These rules are frequently specified 

expl Jai tly. 89 

The four concepts that determine the relationships between the 

comprehensive variables are the following: 

Qua31-resolution of conflict, which involves goals that 

operate as aspiration-level constraints imposed by the demands 

Of coalition members; 
Uncertainty avoidance, which is accomplished by focusing on 

more predictable short-term environments and 3hort-run 

feedback or by arranging a negotiated environment; 

(iii) Problematic searcht which is concerned with engineering a 

solution to a 3Peoific problemo a solution which is motivated* 

simple-minded to the degree possiblet and biased by the prior 

trainingo hopest and oonflicting goals of those involved; 
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(jv) Organisational learning* which results in changes and 

adaptations in goalst in attention rules, and in search 

rule3.90 

3.2.2.2. Rationality in Cyert and March's Conception 

In sum, Cyert and March consider the firm as a set of partisan 

rationalities, in which the choice mechanism rests on the 

implementation Of standard procedures. Because of the antagonism 

between rationalitiest each decision must be viewed as the 

sequential satisfaction of contradictory criteria. 

Collective organisational decision,. - making, in Cyert and March's 

approach, is a function of the substance of the intellectual 

processes inherent in the various organisational decision- makers. 

These processes abide by rules and procedures. They may be more 

realistic than those Postulated by the Neo-Clas3ical Theory, but 

they still result from viewing the implementation of the actor's 

rationality (through strategies) as amenable to scientific study. 

Thereforet Cyert and March do not differ so much from the Neo- 

Classical Theory as they seemingly attempted to do. To achieve 

such a distinction would require a change in the scope of the 

scientific analY313t by moving from the study of intellectual 

processes to that of the political processes within the 

organisation. 

Furthermore, Cyert and March's model of organi3ational 

decision-making has been critiaised, among others by An30ff, on the 

grounds that it only applies to administrative decision3.91 

32-3. The Garbage Can Model 

As previouly noticedt throughout Silnon, 3 writings one finds an 
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implicitt normative underpinning that says that some type of 

rationalityt to the extent it is possiblet is always to be desired 

(since it results in the achievement of the objectives). In 

contrast, Cyert and Harch's conception is much more descriptive 

than prescriptive. This departure from a normative model of 

rationality is magnified in the Garbage Can Hodel of decision 

proce33es. 

3.2-3.1. Sourae3 of Ambiguity 

From the outseto the model qUe3tiOn3 three commonly received 

categories of rationality, which are: 
92 

The principle of reality: what appeared to happen did happen; 

The principle of intentionality: what happened was to 

happen; 

(iii) The principle of neces3iry: what happened had to 

happen. 

To these three categories, March and Olsen oppose the central 

concept of ambiguity. According to March and Olsens, the actors 

(i. e. v the participants in the decision-making processes) often 

differ in significant WaY3 among themselves or differ in significant 

ways from the interpretation that the outside observers report. In 

order to sort out the complications of developing an understanding 

of participant report3t March and Olsen advocate an understanding of 

belief structures in an organisation under conditions of 

ambiguity. 93 This ambiguity 13 factorable as follows: 

Ambiguity of intention: it is often impossible to specify a 

meaningful preference function that satisfiea both the 

consistency requirements of the theory of choice ( see Exhibit 
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5. A. ) and the empirical requirements of describing 

organi3ational motives; 

(ii) Ambiguity of understanding: for many organisationst the 

causal world in which they live is obscure. It is hard to 

see the connections between organisational actions and their 

consequences. 

(iii) Ambiguity of history: of tent according to Harch and Olsen# 

what happened, and whether it had to happen are all 

problematic; 

UV) Ambiguity of participation: at any point in time, individuals 

vary in the attention they provide to different decisions; 

they vary from one time to another. As a result, the pattern 

of participation is uncertain and changing. 
94 

In thi3 re3pecto three main type3 of participation are 

identified by the model: 

Unsegmented participation: in this structuret any decision- 

maker can participate in any active choice opportunity; 

Hierarchical participation: both deci3ion-makers and choices 

are arranged in a hierarchy such that important choices must 

be made by important decision-makers and important decision- 

makers can participate in mary choices; 

iii) Speoialised participation: each decision-maker is associated 

with a single choice and each choice has a single decision- 

maker. Decision-makers specialise in the choices to which 

they attend. 
95 

Furthermore, the model suggests that organi3ational mechanisms 

are developed for ascribing meaningt relevance, and priority to 

dif f erent ty pas of input 3. Through cla331fication3o 

categor13ation3t and recording3o organ13ations try to provide 

stability in the Ways events are observedt evaluated# interpreteds 
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and combined. 96 It is to be noticed that this contention supports 

the hypothesis that organisational climate influences decisions 

(including those related to the acceptance of industrial 

innovations) through the channel ("interface") of implemented 

rationalities and strategies. 

Actually, the model considers an organisation as a collection of 

rationalities looking for problems to deal with, strategies looking 

for decision situations in which they might be implementedt 

solutions looking for issues to which they might be the answers. 

Accordingly, tne model represents a choice opportunity within an 

organ13ation as a garbage can into which various problems and 

solutions are dumped by participants. 97 

32.32. Rationality in the Garbage Can Model 

In this model, the concept of rationality is increasingly moving 

away from any normative connotation. Rationality is viewed as 

nothing else but a procedure: a procedure for deciding what is 

correct behaviour by relating consequences systematically to 

oW ectiv ea. 98 

The organisation integrates individual strategies by developing 

a consistent theory of itself that incorporates the mix of recent 

actions into a moderately comprehensive structure of goals. 

Accordingly, the rationality of organisational strategies is 

ascribed a posteriori. 99 

Moreover, since, according to March and Olsen, a choice process 

provides an occasion for executing standard operating procedure3o 

fulfilling role-expectatiOn3, duties# etc., it does not seem too 

hazardous to suggest that choice situations enable organi3ational 

climate to be rainforeed. 100 

Further, rationality is no longer oonsidered as the neutral and 
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correct application of given logical rules to concrete casear but as 

an attribute of idiosyncratic processes by which decision-makers 

have to establish the value premises themselves, have to propose 

rules of the games... once the game is played (ie. e, once the 

decisions are made). 

In 3UM9 the organisation (11organised anarchy") is viewed as a 

set of ambiguous rationalitiest in which the choice mechanism is 

"strategic agglomeration"t i. e. # a decision relative to a goal is 

rendered only if the latter happens to be under consideration when a 

choice on some other matter ("the central choice") is actually made. 

In this model, organisational decisions are viewed as consequences 

of intersections of problems looking for solutions, solurions 

looking for problemst and opportunities for making decisions. 

As regards the validity of the model, it is worth noticing, 

howevert that research evidences in support of it are not sufficient 

al ready. 

3.3. SfGZ'3 PsYchological Model 

3.3.1. Organisational Code3 

Sf ez builds his modei on the postulate that organisational actors 

are psychologically involved in the substance of organisational 

decisions: W firstly, according to their own systems of values 

and preferences; (ii) 3econdlyp because decisions may confer 

authority and achievement to the actors participating in the 

decision-making process. 101 

This feature of the actors' libido determines a preference for 

activitiest choicest and procedures associated with sets of other 

actors: the preference reproduces by strengthening values or 

affective linkat but it may change with new situations likely to 
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give rise to different values, to break some affective links or to 

tie up others. 

The orpni3ation is viewed as a coalition of sub-systems, each 

sub-system I%njoying" its own code (procedures, programmest values, 

etc. ). The integration of the various individual rationalities is 

operated by a "super-coder". A super-coder is an individual who, 

owing to the position he has within the organisation, is able to 

read various codes. Belonging to various sub-systeM3 

simultaneously, he can "read" all their oode3v and this simultaneous 

interpretation confers him with an undisputed pre-eminence within 

the decisional eircuit. 102 

3.32. Rationality in the Psychological Model 

Actually, the model considers the actor's rationality as dependent 

upon his libido, and each choice is to be undertood in terms of 

libido satisfaction. Sfez derives his model of collective 

decision-making from the hypothesis that the features Of the 

integration of the individual rationalities can be explained by some 

laws analogous to those of Freudian psycho-analysis: the actor's 

strategy is to participate in decision-making processes ina3Mu3ch as 

this enables his libido to be satisfied through identification and 

social relationships. This body of hypotheses gives rise to two 

main pieces of criticism. 

The first is that Sfez's model admits as an axiom the strictest 

paycho-analytical view of the determination of future behaviours by 

past experiences, the latter being restricted to those of childhood. 

This thesis is far from being universally accepted. 
103 

The second piece of ariticiamp a more crucial onev addresses the 

validity of Sfez's analogy between the genesis of the Organisation 

and that of the individual himself. Actuallyp nothing proves that 

220 



CHAPTER V 

decisions are more influenced by the past of the organisation than 

by the contemporary actions performed by its actors. The 

psychological model substitutes for the current implementation of 

the actors' rationalities and strategies nothing but organi3ational 

inertia. 

3.4. A Cybernetic Model 

3.4-1. The Firm as a Network of Black Boxes 

The foundations of the Cybernetic Theory have been laid by Wiener. 

Wiener's central thesis is that any given collectivity can be 

understood only through the study of the messages and means of 

communication inherent in this collectivity. 
104 

A tentative adaptation of cybernetics to the study of 

organi3ational decision-making has been put f orward by Appell. 105 

Appell views an organisation as a network of decisions that are 

induced by a given context, by requirementst needs and constraints 

which develop independent of the structurest problem-solving 

procedures* decision-support systemst the nature or the validity of 

the latter, and the decision- makers' psychology. 106 

Acoordingly, the model provides a "cartograpby" of the firm,, a 

set of loci where a multiplicity of decisions are made. The f irm 

is no longer considered as a fascicle of lines converging towards a 

point, but rather as a polyhedron (see Fig. 26). 

To each angle of the polyhedron correaponds a "black box" (: Le., 

a decision-maker faced with constraints and problems to solve),, to 

which arrive information -sequences emanating from other decision- 

makers, and from which transformed ("processed") sequences of 
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information are emitted for the benefit of these decision- makers 
(feed-back) or that of other decision-makers faced with different 

constraints and pressing problems. 107 

Fig. 26- The Network of black boxes 

BB ------- - -- - BB 

BB -------- BB-BB---BB--BB 

BB ---- Bb---Bti--BB --------- BB 

BB ------------- Bb 

3.4.2. Rationality in the Black Boxes 

This model formalises the firm as a polyhedron of independent 

decision centres. The model is of the cybernetic kind inasmuch as: 

W The organi3ational process rests on the concepts of feed-back 

and communication; 

(ii) Information is viewed as a neutral, disincarnated 

(mathematical) flow between impersonal loci (black boxes); 

(iii) It neglects the hierarchical aspect of organisations. 

Each black box stands as a particular rational node. How ev ert 

the model sidesteps the difficulty of del'ining the contents of the 

various rationalities since each decision centre is viewed as a 

black box about which# by definitions nothina can be said. 

Accordinglyt strictly speaking, the model does not formalise any 
integration of the Various rationalities: they constitute a 

particular network of ao, -operating formal units which responds to 
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the envirornent requirements (inputs) by means of logical decisions 

and actions (outputs) operated on the basis of neutral 

communication. 

3.5. Crozier's Model of Uncertainty-Absorbing Organlaations 

Decision and Pover 

Crozier's main proposition is that the students of decisional 

processes within organisations cannot neglect the actors' hidden 

motives and interests at stake. 108 

Crozier views the "organisational game" as the fraction of 

uncertainty that each actor tries to impose on others within the 

framework of the rules accepted by the organisation, these very 

rules being sometimes at stake too. 

Accordingly, the integration of the various rationalities is to 

be understood within the framework of an organisational calculus by 

means of which each actor tries to transmit to others a fraction of 

uncertainty in order to maintain or magnify his power. 

The management of the organisation aim at controlling its 

environment and, to do sot deal with reducing the global uncertainty 

the orgRaisation is faced with. 

Each actor plays a part in W the perception of the 

uncertainty involved in the fraction of environment he is concerned 

with, and (ii) the reduction of this uncertainty. 

Fig. 27 illustrates this process (the organisation reduces to two 

actors in order to make the process easier to understand*... and 

explain), including the "power game" between the actorsv Le. $ the 

transmission of uncertainty, while pointing out the residual 

uncertainty for the organisation. By "transmission of uncertainty" 

is meant a process by which an actor either retains information or 
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induces other actors to cope with situations about which they have 

little or no information. 

Fig. 27- Transmission and absorption of uncertainty 
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To begin withp it is worthwhile noticing that if the ability to 

impose uncertainty to others may actually yield some power, the 

actor must nonetheless be able to absorb a fraction of this 

uncertainty. By "absorption of uncertainty" is meant a process by 

which the actor lowers the level of uncertaintyt by means of actions 

or decisions. 

The capacity to reduce environmental uncertainty may be equated 

to technical skill. According to the model, individual power 

results from a subtle balance of absorbed uncertainty and 

transmitted uncertainty. 

On the ba313 Of the uncertainty he perceiv63 and that he 

receives from otherst the actor is induced to absorb and to transmit 

a fraction of uncertainty. The uncertainty being transmitted here 

and there is more or less reduced by means of bargaining procedure3v 
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and from the process will result a certain level of residual 

uncertainty for the organisation. 

The over-all organisational uncertainty is therefore a function 

of (i) each actor's capacity to absorb uncertainty, (ii) the "power 

games" within the organisation, and (iii) the organisational 

bargaining possibilities., 

However, Crozier's strategic approach considers that the actors 

can be affected by zones Of uncertainty generated by the 

Organisation itselft and not only by uncertainty inherent in the 

Organisation's environment. In fact, the concept of "zone of 

uncertainty" refers to phenomena and processes whose implications 

and Outcomes are perceived as uncertain by one actor at least. 

Th13 approach takes the view that most zones of uncertainty are 

stake-related. The concept of "organisational stake" refers to 

what actors may lose or win out of a given organisational process 

("organisational game"); more generally, a stake can be seen as what 

an actor must secure so as to achieve his strategy. 

Instances Of organisational stakes are: the autonomy of a given 

department, the promotion of an actor, etc. An "organisational 

game" generally hinges on a decision-making process in which actors 

may decide to take an active part. 

Whether they decide to "play" or not, tney may have some stake 

in the game. Any given organisational game is viewed as generating 

various zones of uncertainty (e. g. Which actors will participate, 

what will be their individual 3trategie3o what will be the outcome 

of the process,... ? ). Each zone of uncertainty affects each actor 

differently, according to his perception of what he has at stake. 

In sum. Crozier considers the firm as a coalition of 3trategiest 

in which uncertainty is absorbed and transmitted. In this respect, 

any decision is to be viewed as an exchange of uncertainty: the 

decision-maker has absorbed a fraction of the uncertainty perceived 
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by the other actorst who now are uncertain of the outcome of the 

decision. 

3.5.2. Rationality and the Absorption of Uncertainty 

The conceptual framework of the model described above formalises the 

actor's rationality as an abi. Lity to implement strategies which 

enable him W to perceive more uncertainty, (ii) therefore, to 

absorb more uncertainty (which increases his status)t and (iii) to 

transmit more uncertainty to others (which increases his power). 

In this respecto it is to be recalled that the actor's 

rationality, though boundedt is irreduciblet ie., a postulate of 

the model is that each actor is always able to retain a minimum 

level of information ( and therefore master a minimum level of 

uncertainty) which enables him to perform his own strategy. 

Furthermore, it may be noticed that, according to the modelp the 

residual uncertainty is likely to be all the more slight as these 

strategies develop. 

3.6. Fuzzy Models of Collective DeC13iOn-Making 

3.6.1. Fuzzy Set Theory and Deci3ion-making 

The Fuzzy Set Theoryt originally suggested by Zadeh, may be regarded 

as a theory for dealing with the imprecision and uncertainties which 

are associated with classes in which the transition from membership 

to non-membership is gradual rather than abrupt. 
109 

If Zadeh is to be believed, such classes play an essential role 

in human cognition, and it is for this reason that the Fuzzy Set 

Theory has a high degree of relevance to policy analysis and 

information systems: "in the case of such systems* cognitiont 
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reasoning and communication form the cornerstones of their 

foundation [that of fuzzy sets]. "110 

Consequently, "cognition, reasoning and communication" being at 

the core of decision-making, the present chapter could not ignore 

the contribution of fuzzy set theorists to the problem under 

consideration, although most of the organisatioual literature has 

not paid, hitherto, a great deal of attention to them. 

However, the properties of fuzzy decision-making problems have 

been studied as long ago as 1970, by Bellman and Zadeh. 111 

Generally speaking, the fundamental argument is that of 

reconsidering the classical procedures of choice as formalised, 

among others, by Luce and Raiffal12 or Savage, 113 and, more 

recently, by de Finetti, 114 in the light of the axioms of the Fuzzy 

Set Theory. 

Consequently, the study of how groups arrive at a decision is 

increasingly carried out through fuzzy mathematical models. Kin 

and Whinston, following ZadeYs suggestions, first considered the 

possibility of using fuzzy sets to model the process of group 

decision-making, by constructing a fuzzy relation (i. e., a relation 

involving various degrees of association, or preference) over the 

set of alternatives under consideration by a group. 115 

Ragade also studied fuzzy relations on the set of alternatives 

but his model is worked at a very theoretical level and would lend 

itself to experimental verification with a lot of difficulties. 116 

More recently, Spillman, Bezdek, and Spillman have developed an 

"instrument" f or the dynamic measurement of consensus which may be 

experimentally administered to ou-going groups and analysed using 
fuzzy mathematical techniques to reveal the dynamics of consensus 
formation. However, owing to the technical difficulties involved in 

fuzzy modelling, the model has hitherto been applied to rather small 

groups (i. e., from four to eight members). 117 
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3.6.2. The Rationality of Approximate Reasoning 
in Fuzzy Pro003363 

As indicated above, the simplest notion of fuzzy sets is a 

generalisation of the ordinary concept Of sets to the case where the 

memberships of the elements are not clear-cut, or, in other words, 

the "boundary" of the sets under consideration is not strongly 

def ined. 

Actually, the notion of fuzzy sets is used to the advantage that 

it is a convenient tool for dealing with situations involving 

uncertainty. This may be due to the f act. thatt according to some 

re3earcherst in many real world problems* human beings have more to 

do with fuzziness rather tuan randomness (cf. # the classical theory 

of probabilities) for the major sources of imprecision and 

uncertainty. 118 

Accordingly, the fuzzy models of deci3ion-making processes 

differ from those of the classical models of choice which assume 

that the deci3ion-maker can select. a set of multi-objectives which 

meet all his requirements. Rathert it is believed "that it is more 

realistic to assume that a decision-maker has some vague or fuzzy 

preference for various sets of objective&'1119 

This leads to the concept of "approximate reasoning, on whicho 

according to Zadeho rests the logic of fuzzy set3.120 This 

approximate rationality is derined as a 11 type of reasoning which is 

neither very exact nor very inexact. 11121 However, "approximate 

reasoning" seems very similar to Simon's bounded rationality, as 

Zadeh adds that approximate reasoning "plays a basic role in human 

decision- making, because it provides a way of dealing with problems 

which are too complex for precise Solution.,, 
122 

As regards the integration of the various approximate 

rationalities involved in a collective decision-making process# two 
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aspects must be distinguished: 

The conceptual formalisation of the models, concerned with 

ascribing meaning to, and describing the nature oft the 

processes involved; 

(ii) The mathematical formali3ation of the models# concerned with 

ascribing values (numerals) too and describing the 

mathematical relationships that could account fort the 

processes involved. 

The present research is not interested in the second activity, 

which inherently rests on the validity of the experimental settings 

ando so fars has proved able to handle decision process within 

small groups only. Unfortunately, very little of the fuzzy set 

researches are devoted to the conceptua. L activitys and, above allp 

the rationale of the classical model of integration remains 

unchanged. For example, Fung and Fuls model still deals with 

associating a set D of alternatives with a set of m individuals 

involvea in the decision-making process. 123 The only difference 

from the classical model is that the degree of preference of every 

individual for each alternative may range from 0 to 1 unstead of 

being equated either to 0 (rejection) or 1 (choi ce). 

As a conclusion, the conceptua. L contribution of the fuzzy set 

theory remains very similar to Simon's suggestions: actuallyt it 

looks as though the former was a mathematical application of the 

latter. 

In 3UM, the group can be seen as a set of gradual (i. e., not 

clear-cut) preferences, in which a decision stands as a "fuzzY 

consensus" on some course of action aiming at maximising a fuzzY 

function of satisfaction. By using the concept of , group,, instead 

of "firm" or "organisation"t it is aimed at enhancing that the fuzzY 
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models dealt with here were not originally conceived in the scope of 

organisational theory. 

3.7. Recapitulation on Decision-Milldng 

The variety of the models examined above suggests that 

organisational decision-making is not as neutral as suggested by 

Barnard's contention that "organisational decisions do not relate 

to personal purposes, but to organisation purposes. 11124 

A more recent approach takes the viewpoint that organisational 

decision-making is the process by which one or more organisational 

units make a decision on behalf of the organisation. 125 Even this 

definition is not entirely congruent with all the models reviewed 

here. For example, to what extent can it be said that the 

problematic outputs of the Garbage Can process are decisions made on 

"behalf of the organisation"? The same applies to the Coalitional 

Model and Crozier's. Then, is that to say that some organisational. 

decisions have nothing to do with rationality? Indeed no, and as 

should be clear now, it is a matter of definition of rationality. 

Accordingly, the gist of the matter is to understand the types 

of rationality and strategy whose "accretion"s as Weiss has it, 

results in what may be called an organisational deoision. 126 In 

this respect, and accordingly with Huber's contention that ,a close 

reading of the descriptive literature on organisational. decision- 

making.. suggests that more than one model is necessary to describe 

what happens in most decision situations"t various conceptions of 

rationalities and strategies both at the incLividual and collective 

levels have been considered. 127 Fig. 28 and Fig. 29 offer a digest of 

this review. 
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Fig. 28- Basic categories of the three 
conceptions of individual rationalitY 
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According to the first conceptions an actor will implement a 

rationa. L strategy if he first analyses a problem and reduces it into 

sub-problemst then considers the collectively exhaustive 

al ter na tiv esp and deduces the solution which maximise3 his 

satisfaction (Type I rational strategy). 

According to the second conception, an actor will implement a 

rational strategy if he first analyses a problem and reduces 

("factors") it into sub-problemst then - on the basis of his bounded 

information - generates a limited number of alternatives, and 

accepts the first solution which is good enough, knowing that other 

solutions may exist, at the expense of more costly and time 

consuming research (Type II rationai strategy). 

According to the third conception, an actor will implement a 

rational strategy if he first considers the problem as a network of 

inter-relationshipst then concentrates on the latter as they give 

rise to an aggregate of objectives to be attained, and coordinates 
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his action so as to reconci. Le the related solutions (Type III 

rational strategy). 

These three types constitute basic orientationst and could be 

related to the more specific conceptions of individual rationalities 

and strategies which appear in the models of organisational 

decision-making. 

Despite their variety, these three conceptions are rather 

normativet even the second one. In the light of the above reviewed 

conceptions, a less prescriptive approach may be resorted to in the 

present research. In any case, any viewpoint on rationality 

supposes that certain fundamental basic concepts have received some 

attentions and been characteris" 

However, at this stages, notting but tentative and "interim" 

definitions can be proposed. More accurate definitions will be 

provided in the light of the empirical findings (see Chapter VIII). 

ENV IR ON MEN T 

A set of more or less accurately perceivable objects or 

phenomena; when these entities are already existingo they 

belong to an actual environment, when they are not, they 

belong to a virtual environment; 128 

MEANS 

An element of the environment, liable to be used to transform 

other actual elements of the environment; 

ACTION 

A combination of means resulting in a transformation of the 

actual environment; 
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END 

A desired virtual element of the environment, liable to result 

from adequate implementation of actions; 

RATIONALITY 

A basic orientation of the actor's procedure to decide what is 

correct behaviour and choose his course of action (i. e. his 

strategy). 

STHATMY 

An application of a particular rationality to a particular 

enviro=ent. 

The present chapter has demarcated three basic conceptions of 

rationalities and strategies, which are to be considered along with 
the ones suggested in Exhibit 5. A. and in the various models of 

organisational deci sion- making. 

In this respect, the following table providest for each 

conception of organisational decision-makingt a brief 

characterisation of the way in which the individual rationalities, 

the type of decision, the choice mechanism, and the organisation are 

formalised in the literature. 

The table has two major limits. Firstly, each model or theory 

has its own specific structure and particular terminology. 

Classifying models or theories under common headings in a table 

supposes that the variety betweent and the idiosyncracies inherent 

in, the diverse conceptions were somehow reduced. 

Secondly, the limited number of models which were reviewed 

hardly enables the table to pretend to exhaustivity. How ever, if 

one excepts the Logico-Transcendentalist modeIS129 and those derived 
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from Ren; Thom's Catastrophes Theory, 130 it seems that most of the 

model 3 which do not appear in the following table can be derived 

from the models or theories already reviewed. 

Fig. 29- Aggregation of rationalities and strategies: 
organisational Decision - Making 
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Concluaion of the Fifth Chapter 

This chapter has examined the concept of decision in general 

(Section 1), before tackling the problem of rationalities and 

strategies both at the individual (Section 2) and collective 

(Section 3) levels. The third section allowed for demarcating 

models or theories of practical interest to the question of the 

present research. 

In this respect, Fig. 28 and Fig. 29 above aim at providing 

insights into previous or current researches by summarising the 

literature on deci sion- making. However, as regards the present 

research# it must be stressed that no assumption is made a priori 

about the type of decisiont rationality and strategy which the 

empirical work will focus on. At this staget formal rather than 

substantive assumptions are made about the concepts which are at 

the centre of the research. The key propositions are the 

following: 

W Decision-making may be influenced by corporate idiosyncracies 

and must be related to the actors' rationalities and 

strategies, as elements of the organisational climate; 

(ji) It seems that the study of organisational zones of uncertainty 

and stakes helps the researcher to understand and characterise 

the actors' strategies and rationalities; 

(iii) The latter point tends to indicate that rationalities and 

strategies cannot be categorised a priori in a precise and 

meaningful way. It seems that they have to be assessed in the 

light of the organisational idiosyncratic context itselft and 

in the light of the actors' experiences feelings and actionst 

"on the ground". 

Accordingly, at this stage, no substantive taxonomy of 

rationalities and strategies will be given. However, such a 
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taxonomy may be possible a posteriori. In this caset the empirical 

research should indicate this possibility, or suggest an 

impossibility. The key propositions above will appear in the form 

of hypotheses. This leads one to the research methodology problems, 

which the following chapter is aimed at solving. 
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THE USUAL CATEGORIES OF 70 CLASSICAL THEORY OF CHOICE 

The basic concepts of the theory of choice are alternative 

strategies# states of nature in one of which the chosen strategy 

will have to operate, and outcome of every Possible strategy in 

every state of nature. 

The usual eategories of the theory are: uncertainty, riak, and 

incomplete imowledge. Accordingly* the theory distinguishes three 

approaches, according to the amount of information they assume to be 

available about the probabilities with which the states of nature 

are likely to occur. 

The first approach assumes that the decision-maker is working in 

conditions of complete uncertainty about the f uturep ie. P that no 

information about the probabilities is available to him. This 

situation is referred to as decision-making under uncertainty. 

The second approach takes the view that probabiiities of the 

states of nature can be specified uniquelyp either by repeated 

experimentation or by eliciting unique subjective probabilities from 

the deCiSiOn-maker. This situation is termed deci sio ný- making under 

conditions of risk. 

The third approach attempts to strike a balance between the 

above mentioned approaches. It assumes that in many decision 

problems some information is available about the probabilities of 

the states of naturet but that it is not comprehensive enough to 

enable exact specification of the probabilities. Decision-making 

in such circumstances is referred to as decision-making under 

conditions or incomplete knowledge. 

A. 2. Deoi3ion-Making Under Uncertainty 

Such a situation is often postulated when investment decisions are 

considered. Many such decisions are unique# and past experience is 

of little help in trying to predict how likely are the relevant 

237 



CHAPTER V EXHIBIT 5. A 

states of nature. Several criteria haver been proposed to help 

decision-makers facing such conditions. 

A. M. Wald's Maximin Criterion 

The maximin criterion suggests that the decision-maker should 

examine only the minimum payoffs Of strategies and select the 

strategy with the largest of these. This criterion is very 

attractive to a cautious decision-maker who wants to ensure that 

even if an unfavourable state of mature occurs, there is some known 

minimum payoff below which he cannot fall. Such an approach may be 

justified because the minimum payoffs may have high probability of 

occurrence, although this is not knownt or because realisation of a 

very low payoff may lead to financial disaster. 

12.2. Maximax Criterion 

The maximax criterions on the contrary, advises the deci3ion-maker 

to examine only maximum payoffs of strategies and to select the 

strategy with the largest of these. Maximax reflects the viewpoint 

of a very optimistic deC13ion-maker who is greatly attracted by the 

high payoffs and hopes that the uncertain future will develop 

favourably for him. The criterion also appeals to a decision unit 

( i. e. # a group of decision- makers) that is sufficiently robust to 

be able to cope with failure without suffering undue inconvenience. 

A. 2.3. Hurwicz's Criterion 

This criterion attempts to strike a balance between both the above 

mentioned approaches. It suggests that the minimum and maximum 

payoffs of each strategy should be averaged using as weights a and 
1-a (where a is the index of pessimism) and the strategy with the 

highest average selected. This index a reflects the decision- 

maker's attitude to risk-taking. An extremely cautious decision 

unit will set: a= 19 and then Hurwicz's criterion reduces to the 

maximin criterion. Conversely, an extremely optimistic decision 

unit will set: a=0 (maximax criterion). 
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A. 2.4. Savage13 Minimax Regret Criterion 

The Savagian criterion looks at the regret, opportunity Cost Or 1033 

which arises when a particular state of nature is assumed to have 

occurred and the payoff of the selected strategy is smaller than the 

maximum payoff which could have been attained for that state of 

nature. Me criterion suggests that the deci3ion-maker should look 

at the maximum regret of each strategy and select the one with the 

smallest of these. The criterion takes the viewpoint of a cautious 

decision-maker who wants to ensure that the selected strategy does 

well in comparison with other strategies irrespective of which state 

of nature happens to arise. Such a situation often arises when 

several deoision-maker3 are in competition and whose performance is 

evaluated not in isolation but in relation to the others. It has 

been noticed that the Savagian rationality of ten constitutes the 

rationality of the business consultant: his recommendations are 

judged a Posteriori, and his goal is to minimi3e his client's 

hypothetical regret to have resorted to him rather than to other 

consultants. 

A. 2.5. BayS3-Lapjacets Criterion 

This criterion employs the principle of insufficient reason which 

postulates that if no information is available about the 

probabilities of the states of nature, it is only reasonable to 

assume that they are equally likely. Accordingly, the decision- 

maker should calculate the expected payoff for each strategy and 

select the one with the highest Of these. The use of expected 

values distinguishes this criterion from the other complete 

ignorance criteria which utilise only extreme PaYOff3 Of strategies. 

A-3. Decision-Miak-i ng Under R13k 

In this situation it is assumed that exact probabilities of the 

states of nature are available. Sometimes* the probabilities can 
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be established experimentally or deduced from a priori 

considerations; on other occasionsp the deci3ion-maker'3 subjective 

probabilities are used. In the latter case, the probabilities are 

based on the decision- maker' s beliefs about the futurep and are 

obtained from him directly or indirectly in a number of ways. This 

is invariably the case with deci3ion-making in bU31ne33 where 

experimentation is not possible. Once the probabilities of the 

states of nature are established, the expected payoffs for 

strategies are calculated. The strategy which will be aaceptedo 

according to the maximum expected value criterion is the one which, 

in the long run, gives rise to the most attractive outcomes. 

L4. Deoi3ion-Making Under Incomplete Knowledge 

This approach considers that both the theoretical extremes of 
decision-making under risk and deci3ion-making under uncertainty are 

unrealistic in their assumptions concerning what is known about the 

probabilities of the states of nature. It is assumed that there 
are many circumstances in which the amount of information available 
to a decision unit does not permit the precise specification of the 
probabilities of future states of natureo but where the assumption 
of complete ignorance conditions is unreasonable. The approach 
suggests that a very effective way of formally characterising the 

existence of incomplete knowledge of probabilities of states of 
nature is to assume that the decision-maker is able to specify a 
ranking of the Probabilities. From both a strict and a weak 
ranking of probabilities of states of nature, maximum and minimum 
expected values of the payoffs of strategies are derived. 

For further information on decision-making under conditions of 

incomplete knowledge# it may be referred to Kmietowicz and Pearman, 

on whom this summary draws heavily. 131 

240 



CHAPTER V 

NOTES AND REFERENCES 

1- Ghertman, M. La prise de decision. Paris, P. U. F., 1981, pp. 5-10. 

2- McGrew, A. G., & M. J. Wilson (Editors). Deci sio n- making: 
approaches and analysis. Manchesters, Manchester University Presst 
19829 pp. 4 and 13. 

3- Simon, H. The new science of management decision. New Yorks 
Harper and Rows 1960. 

4- Kol b, D. On management and the learning process. In 
Organisational 2sXv-holo2vt edited by D. Kolbt I. Rubino & J. 
Intyre. Englewood Cliffst N. J., Prentice-Hall, Incv 1974. 

5- March, J. G., & J. P. Olsen. Ambiguity and choice in 

organisations. Oslot Universitetsforlagett 1976, pp. 12-19. 

6- Ibid-P p-18 

7- Ibid. 

8- Ibid. 

9- Axinn, S. The logic of degree of rationality. Proceedings of 
the 6th Congress on Cybernetics. Namure, Belgium, 1971, pp. 1269- 
1276. See p. 1269. 

10- see: Carl ey, M. Rational techniques in policy. London, 
Heinemann Educational Bookst 1981. 

11- Brubaker, R. The limits of rationality. London# George Allen 
& Unwin, 1984, p. j. 

12- Ibid. r p. 2. 

13- Weber, M. Economy and society. Edited by G. Roth & C. 
Wittich. Berkeley, University of California Press, 19789 pp. 635- 
636. 

14- See: W eber, M. The protestant ethic and the spirit of 
ca? italism- Translated by T. Parsons. New York, Scribner's 
19 8, P. 194. t n-9- 

15- See: Weber, M. Economy and society. Op-cit., pp. 65-67. 

16- Webert M. Selections in translations. Edited by W. G. 
Huncimans translated by E. Matthews. Cambridget Masav Cambridge 
University Press,, 1978, p. 338. 

17- See: Weber, M. Economy and society. Opcit., p. 24. 

18- Ibid. s p-811- 

19- Ibid. 9 p. 1394. 

20- Ibid., pp. 225 and 959. 

241 



CHAPTER V 

21- Mar cu3e, H. Indu3triali3ation and capitalism. In JJAZ Weber 
Alld nQg1glogy todav, edited by 0. Stammer. New York, Harper and 
How, 1971s, pp. 133-151. 

22- See: Weberv H. Economy and society. Op. cit., pp. 998 and 
1156. 

23- See: Weber, H. The Protestant ethic and the spirit of 
capitalism. Op. cit., p. 1 17. 

24- Allison, G. T. Essence of Decision. Op. cit. 9 p. 71. 

25- See: March# J. G., & H. A. Simon. Organisations. New York, 
John Wiley, 1958, pp. 137 et sq. 

26- Ibid., p. 138. 

27 - See: Tinbergen, J. Economic policy: principles and design. 
Amsterdam# North Holland Publishing Company, 1956. 

28- See: Dimock, H. A philosophy of administration. New Yorki, 
Harper, 1958. 

29- See: Jabes, J. Individual decision- making. In Decisionm 
jHLkj"j aggroanhes Aad WMjy. Aj. & Opcit., pp. 53-59. 

30- For instance, see: Simon, H. A. Administrative behaviour. 
New York, Macmillan, 1947. 

31- Simon, H. A. Model s of man. New York, Wiley, 1957. 

32- Soelberg, P. Unprogrammed decision-making: Papers and Procedingst 26 th Annual Meeting. Academy of Management, December 
1966, pp. 27-29. 

33- These five clusters are summed up in Allison's Essenne 
_Qf deliliOn, OP-cit., Pp. 71-72. 

34- Jabes, j. Op-cit., P. 57. 

35- See: Simon, H. A. From substantive to procedurial analysis. In Method Alld Ajj2raj.,. 11 In economins, edited by S. J. Latsis. Cambridge, Cambridge University Press, 1976, pp. 129-149. 

36- Rawls, J. A theory of justice. Oxfords Clarendon Press, 
1972. 

37- Richardson, J-J-, & A. G. Jordan. Governing under pressure. Londonip Martin Robertson & Co. Ltd., 1979. 

38- Descartess R. Discours de la methode pour bien conduire sa 
raison. Paris, Union Generale d'Edition, 1951. (modern edition) 

39- Bertalanffyp von, L. Problems of general system theory. 
Human Biologyt vol. 23,1951P pp. 302-312. 

40- Ashby, W. R. An introduction to cybernetics. New York, 
Sciences Editions* 1966. 

41- Forrester, J. Principles of systems. Cambridge, Wright Allen 
Pre33t 1969. 

242 



CHAPTER V 

42- Le Hoignet J. -L. La theorie du systeme general. Paris, 
P. U. F., 1977, pp-13-23. 

43- Descartes, R. A discourse on method: method of ri ht 
conducting the reason... Translated from the French by J. Veitg 
London, J. M. Dent and Sonst Ltd. v 1957, p. 15. 

44- Le Moignet J. -L. Op. cit. 9 p. 23. 

45- Descartes, R. A discourse on methocL.. OP-cit-, p-15. 

46- See: 

- Le Moigne, J. -L. Op. cit. 9 p. 23. 

- Ackoff, R. L., & F. E. Emery. On purposeful systems. Londont 
Tavistock, 1972, p. 41. 

47- See: Descartes, R. A discourse on method.. Op. cir,., p. 16. 

48- See# particularly: 

- Greene, de, K. Sociotechnical systems: factor analysis, 
design and management. Englewood Cliffso N. J., Prentice-Hallp 
Inc. 9 1973, p. 93. 

- Churchmant C. W. Design of enquiring systems, basic concepts of 
systems and organisation. New Yorkt Basic Books,, 1971, p. 45. 

- Ackofft R. L. Redesigning the future: a systems approach to 
societal problems. New York, John Wiley, 1974, p. 16. 

49- See: Le Moigne, J. -L. Op. cit., p. 23. 

50- Descartes, R. A discourse on method... Op. cit. 9 p. 16. 

51- See: 

- Le Moigne. J. -L. Op. cit. 9 p. 23. 

- Zadeh, L. A. & E. Polak. System theory. New York,, McGraw- 
Hillp Inc. 9 1969, p. 4. 

52- Axinn, S. The logic of degree of rationality. Op. ci t. 
P. 1zT1 - 
53- Ibid. 9 p. 1272. 

54- See: March, J-G-1 & J. P. Olsen. Organisational choice under 
am bi gui ty. In Ambiguity Ajjd choice 12 organinations. Op. cit. 9 
pp. 15-16. 

55- Rousseau's General Wi. LI stands as a metaphysical entity 
representin an integration of the individual wills. 

See: 
lousseau, 

J. -J. Du contrat social. Paris, Union 
Generale dEditiont 1973. (modern edition) 

Kant's Categorical Imperative aims at furnishing an a priori 
moral law able to unify human behaviours. The transition from 
individual to collective decisions is legitimated by the validity of 
the transition from particular to universal ethics# since this 

243 



CHAPTER V 

Imperative may be summarised as follows: "Act in a way such that 
the maxim of your action might stand as a universal rule Uaw)-" 

See: Kanto I. Critique of practical reason. London-New 
Yorkt Garlandt 1976. (modern edition) 

Bentham thought that the way to discover moral principles was to 

consider what could be consistently recommended to peoplet taking 
people as they are; the Telicific Calculus" aims at providing the 
"greatest welfare to the greatest number. " 

56- Mcgrew, A. G., & M. J. Wilson. Op. cit. 9 p. 3. 

57- Allisont G. T. Op. cit. 9 pp. 2-5. 

58- Crozier* M. v & E. Friedberg. L'acteur et le sy3Teme. Op. 01 t. 

59- Mohr, L. B. Organisations, decisions and courts. Law and 
Society Reviewo vol. 109 1976, pp. 621-642. 

60- Ghertman, M. La prise de decision. Opcit. 

61- Belkaoui, A. Standard setting for oil and gas accounting: an 
analysis using Allison's approach. Accounting and Finance, vol. 23 
(1), May 1983, pp. 64-73. 

62- See: 

- Howard, B. A., J. E. Mathesono & K. L. Miller. Reading in 
decision analysis. Menlo Park, Cal., Stanford Research Institutep 
Decision Analysis Group, 1976. 

- Kaplan, M. F., & S. Schwartz. Human judgment and decision 
processes in applied set-tings. New York, Academic Press, 
Inc. , 1977. 

63- See: 

- Mobley, W. Hv & B. M. Meglino. A behavioural choice model 
analysis of the budget allocation behaviour of academic deans. 
Academy of Management Journai, vol. 20.1977, pp. 564-572. 

- Keent P. G. W. # & M. S. S. Morton. Decision support systems: an 
organisational perspective. Readingr Hass., Addison-Wesley 
Publishing Company, 1978. 

64- See: Allison* G. T. Op. cit. t p. 72. 

65- See Chapter V, 2.1.1. 

66- See Chapter 11,2.3.2.1. 

67- See: 

- Henderson, J. M., & R. L Quandt. Microeconomics theory: a 
mathematical approach. New York, McGraw-Hill, 1958. 

- Vickerst D. Ile theory of the firm: productiont capital and 
finance. New York, McGraw-Hill, 1968. 

68- From McGrewt A. G.,, and M. J. Wilson. Op-cit-v p. 8. 

69- Allison, G. T. Op. cit., p. 5. 

244 



CHAPTER V 

70- Cyert, R. M., & J. G. March. A behavioural theory of the firm. 
Englewood Cliffs, N. J., Prentice-Hall, Inc., 1963, pp. 5-8. 

71- McGrew, A. G. # & M. J. Wilson. Op. cit. ' P. 8. 

72- See: Allison* G. T. Op. cit., pp. 67-100. 

73- See: McGrew, A. G., & M. J. Wi. Lson. Op-cit. t P. 9. 

74- See: Allison* G. T. Op. cit., pp. 144-184. 

75- See: McGrew, A. G. 9 & M. J. Wilson. Op. cit. ' P. 10. 

76- See: Simont H. A. Models of man. New York, Wiley, 1957, pp. 
263 et sq. 

77- Ibid., pp. 204 et sq. 

78- A summary of these five simplifications appears in: Allison, 
G. T. Op. cit., pp. 71-72. 

79- See: Simon, ILA. Administrative behaviour (second edition). 
New York, Macmillan Companyo 1957, p. 96. 

80- Ibid., p. 97. 

81- Ibid. 

82- Ibid. 9 p. 98. 

83- Ibid. 9 p. 99. 

84- Ibid. 

85- Ibid., p. loo. 

86- Ibid., p. 101. 

87- Ibid., pp. 123-153. 

88- Simon, H. A. The new -science of management decision. 
Englewood Cliffs, xj., Prentice-Hall, 1977P p. 114. 

89- See: Cyert, R. M. 9 & J. G. March.. A behavioural theory of the 
fi rm. Op. cit-t p. 112. 

90- Ibid. 9 p. 126. 

91- Ansoff, H. I. Corporate strategy. New Yorks McGraw-Hill, 
1965, pp-5-20. 

92- See: Marcht J. G., & J. P. Olsen. Ambiguity and choice in 
organisations. Op. cit., pp. 19-20. 

93- Ibid., p. 19. 

94- Ibid., p. 12. 

95- See: Cohens H. D., J. G. March, & J. P. Olsen. People, problems, 
solutionst and the ambiguity of relevance. In Ambi&UitX Ud choice 
J, 12 organisations. Op. cit., pp. 24-37, pp. 20-29. 

245 



CHAPTER V 

96- Ibid., p-32. 

97- See: Cohen, M. D., & J. G. March. Leadership and ambiguity: 
the American College president. New York, McGrav-Hill, 1974, p. 81. 

98- See: March, J. G. The technology of foolishness. In 
Ambiguity and choice jj organi sations Op. cit., pp. 69-81, p. 70- 

99- Ibid., p. 80. 

100- See: March, J. G., & J. P. Olsen. 
organisations. opocit. g P. 11. 

101- Sf ez, L. Critique de la decisiom 
1973. 

102- Ibid., p. 342. 

103- See, for example: 

Ambiguity and choice in 

Paris, Armand Colin, 

- Foucault, M. Histoire de la sexualite, tome I: la volonte de 
savoir. Paris, Gallimard, 1976, pp. 196-198 and 208-211. 

104- See: Wiener, N. The human use of human beings: cybernetics 
and society (Fourth edition). New York, Avon Books, 1970, p. 25. 

105- See: Appel, P. Discours et realites de la decision dans 
1ýentreprise. Revue Francaise de Gestion. January-February 1977, 
pp. 11-2U. 

106- Ibid., p14. 

107- Ibid., pp. 16-17. 

108- See: Crozier, M. (with 
systeme. Op. cit. 

109- Zadeh, L. A. Fuzzy sets. 1965, pp. 338-353. 

110- Zadeh, L. A. Infuzzv sets-, 
analvsi I cd i-aformatiop gystei L 
New yorks, 

§lenum 
Press, 19W, p. 

E. Friedberg). L'acteur et le 

Information and Control, vol. 8, 

-theory A04. aDplicatio Us -t-Q Dalicv 
LLk edited by P. P. Wang & SAL th-ang. 

v 1. 

111- Bellman, R. E., & L. A. Zadeh. Decision-making in a fuzzy 
enviroment. Management Science, vol. 17, pp. 141-1t)4. 

112- Luce, R. D., & H. Raiff a. Gaines and decisions. New York, 
John Wi. Ley and Sons, Inc., 1957. 

113- Savage, L. J. The foundations of statistics. New York, John 
Wiley and Sons, Inc., 1954. 

114- Finetti, de, B. Probability, induction, and statistics: the 
art of guessing. Nev York, John Wiley and Sons, Inc., 1972. 

115- Blin, J. M., & Whinston. Fuzzy sets and social choice. 
Journal of Cybernetics, vol. 4,1974, pp. 3-28. 

116- Ragade, R. K. Fuzzy sets in communication systems and in 
consensus formation systems. Journal of Cybernetics, vol. 6,1976, 

246 



CHAPTER V 

pp. 21-38. 

117- See: 

- Spillman# Bv J. Bezdekv & R. Spillman. A study of coalition 
formation in decision-making groups: an application of fuzzY 
mathematics- Kybernete& vol. 8,1979, pp. 203-211. 

- Spillman* B. P Spillmant R. 9 & J. Bezdek. A fuzzy analysis of 
consensus in small groups. In Fuzzy sets: theoryand a2giieations 

_t. a 2olio3E anal3Esis Ajjd information systemst edited by P. P. Wang & 
S. L Chang. New York, Plenum Press, 1980, pp. 291-3U8. 

118- See: Asait K9 IL Tanalas &t Okuda. Decision-making and its 
goal in a fuzzy environment. In FuzzX a2JA "d their a2nlin4ti2= 
&g n6gnitive And denision ZrggAA=, edited by LA. Zadeh, K. -S. Fus 
K. Tanaka, & M. Shimura. New York, Academic Presso Inc., 1975, pp. 
257-277. 

119- Yager, R. R. Satisfaction and fuzzy decision functions. In 
Fuzzv sets* theory And a2glinatioms -tQ . 2211= analvais And 
information s3Estems Op. cit., pp. 171-194. See p. 171. 

120- Zadehs L. A. Calculus of fuzzy restrictions. In Fuzzv sets 
And their a22lieatj. 2jjA IQ cognitive Aj2d decision grocj"tsas. 
Op. cit., pp. 1-39. See p-1 

121- Ibid. 9 p. 2. 

122- Ibid. 

123- Fung, L. W., & K. -S. Fu. An axiomatic approach to rational 
decision-making in a fuzzy environment. In Fuzzj joS" AnA _UUjX 

-t agplinations la cognitive And decision nroeemqes. OP-cit-, pp. 227- 
256. 

124- Barnard, C. I. The functions of the executive. Cambridget 
Mass., Harvard UniversitY Presst 1938, p-195- 

125- Huber, G. P. Organisational science contributions to the 
design of decision support systems. In Decision suanort ftystems. * 
i-Igue" And chall-engeSt edited by G. Fick & R. H. Sprague, Jr. 
Oxford, Pergamon Press Ltd* 19809 pp. 45-55. See: p. 46- 

126- See: Weiss, c. H. Knowledge creep and decision accretion. 
Social science research and decision-making. New York, Columbia 
University Press, 1980. 

127- See: Hubers G. P. Op-cit., p. 50. 

128- The virtual environment may consist, for example, of the firm's 
market shares in five years, of the competitors' behaviours within 
the future decadeq etc- 

129- Logico-Transcendentali3t models are based on Kurt G8delI3 works 
on completne33 and consistency in arithmetical and logidal systems. 
Basicalyt these models consider that any human collectivity cannot 
"enjoy completne3s" without resorting to "something" outside the 
collectivity. Decisions can be viewed as the human collectivity's 
attempts to reach completne33 while trying to preserve consistency. 
See: 

247 



CHAPTER V 

- Gbdel, K. On completness and consistency. Inj" fundamental 

. 
In mathematical logiet edited by Van Heijenoort. Cambridge, 

Mass. t Harvard University Pres3t 1970. (Initially published in 
Germany, in 19319 in the form of articles) 

130- The Catastrophes Theory is based on Ren; Thom's research in 
mathematiost pkWsics and morpho-geneS13 in general. As far as the 
study of decision-making is concernedo the models derived from this 
theory still need some elaboration and test. Ba3icallyt decisions 
are viewed as catastrophic phenomenar and the point is to study the 
genesis of the passage from equilibrium neighbourhood to catastrophe 
neighbourhood through a series of identifiable states of the system. 
See: 

- Thom, R. Structural stability and morphogenesi3: an outline of a 
general theory of models. Translated from the French by D. H. 
Fowler. Reading# Mass-# W. A. Benjamins Inc. 9 1975. 

131- Kmietowiezo, Z-W-, & A. D. Pearman. Decision theory and 
incomplete knowledge. Aldershot, Hampshire, Gower Publishing 
Company, Ltd, 1981. 

248 


